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Quotes:

There's no genius behind it. It's persistence and listening to people.
Craig Newmark

In the past a | eader was a boss. heifpegpkey ' s | ead

they no longer can lead solely based on positional power.
Ken Blanchard

Too many leaders act as if the sheep.. their people.. are there for the benefit of the shepherd,

not that the shepherd has responsibility for the sheep.
Ken Blanchard

Even in such technical lines as engineering, about 15% of one's financial success
is due one's technical knowledge and about 85% is due to skill in human engineering,

to personality and the ability to lead people.
Dale Carnegie

You never know till you try to reach them how accessible men are;

but you must approach each man by the right door
Henry Ward Beecher

A small man can be just as exhausted as a great man
Arthur Miller

He has all the virtues | dislike and none of the vices | admire
Winston Churchill


http://www.woopidoo.com/business_quotes/authors/craig-newmark/index.htm
http://www.woopidoo.com/business_quotes/authors/ken-blanchard-quotes.htm
http://www.woopidoo.com/business_quotes/authors/ken-blanchard-quotes.htm
http://www.woopidoo.com/business_quotes/authors/dale-carnegie/index.htm

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 iits offering to the participan
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 PBF' s -depehderxe of the btisimess r e c 0 g n
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

October 2010
Content edited by Daryl Swanepoel and Renier Schoeman i PBF Co-Conveners

Authors:
Jan Coetzee
Lesley Coetzee
Helene Strauss



1. CHARACTERISTICS EFFECTIVERGANISATIONS

l1Mandel ads Legacy

When we start to look at the characteristics of what it is that makes the Mandela legacy so
special, we need to firstly define those characteristics that signify a magnificent triumph of the
spirit. Some of them are:

1. Perseverance beyond normal endurance. Commitment to a cause bigger than oneself.
Richard Nixon once said that one has not truly lived until you have found a cause bigger
than your own life.

2. A single-minded dedication to liberate all the people of South Africa into a political system
that is free and fair.

3. Alove of your country beyond selfish and partisan narrowness.

4. A winning and conquering attitude and spirit that understands that adversity is the
breakfast of champions and that, in each disappointment and challenge there lies
substantial opportunity.

5. A belief in partnership across all dividing borders, even when your partners are the very
people and institutions that oppressed and persecuted you.

6. Embracing all the people in your environment, even those whose views differ dramatically
from your own, and understanding the deeper truth of the statement that South Africa
belongs to all who live in it.

7. The enormous ability to forgive and forget. Madiba taught us that the inability to forgive
saddles us with heavy and cumbersome baggage that holds us back from living a full and
fulfilled life.

8. An understanding that hard work, dedication, and commitment in the present are an
investment into the future that will create energy to propel us forward into a better life for
all.

(Address by ANC TREASURER-GENERAL, Dr Mathews Phosa; 20 July 2010)

1.2 Characteristics of Good Corporate Governance

Although this was discussed in detail in the first manual concerning Management and Risk, we
need to emphasise the importance of this once again as part of the inherent culture of any
organisation. 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.

1.3 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 —holding the bal ance betdbetweaningicidualandhi ¢ and s
communal g o a The aim.sto.align as nearly as possible the interests of individual

organi sations and society./l

!King Il Report, 1994



The characteristics of good corporate governance are:

Discipline

Corporate discipline isa commitmentbya company ‘s seni or management

that is universally recognised and accepted to be correct and proper. This encompasses a
company‘s awareness of, and commitment to, t
particularly at senior management level.

Transparency

Transparency is the ease with which an outsider is able to make meaningful analysis of a
company‘s actions, its e c o nfinpamdiacaspectspaitiaemtdothata | s
business.

This is a measure of how good management is at making necessary information available in a
candid, accurate and timely manner — 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.

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.

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. 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.

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.

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).

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.

he u
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2. BUILDINGHIGHPERFORMANCEEAMS

2.1 Team building in workplace activities

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 all know the saying that there is no —I I in -
better description of how to get along in a tean
guoted above.

We will see how team members thrive on praise and recognition and how a team leader needs to
consult members in order to obtain their buy-in and maintain productivity.

We will study team roles in order to effectively utilise the strengths of the individuals in the team,
while taking cognisance of team dynamics and team development in order to adapt our own
leadership styles.

Finally, and most important when studying the qualities of effective leaders, we will look at how a
leader needs humility in order to be big enough to admit s/he is wrong at times, and to always
treat team members with respect and as equals with something of value to contribute to the work
of the team.

2.2 What is a team?

Imagine a soccer or rugby team that refuses to work as a team.
Instead, each player concentrates on getting all the glory and spends
more time stabbing other players in the back than doing what the
team needs. What would happen? The answer ‘s quite obvious:
team would lose.
Gaenor Vaida, Sunday Times, April 18, 2004

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 —a numb e rtheséme pirepwith e , us
the same general goals, who have the collective and coordinated skills necessary to carry out
their purpose or goal successfullyl.

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.

2 www.paradoxuk.com/research.htm
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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 | et' s
Aworkgroupi s a group
hel p each member

t hat

def i ne emmenbdtween aamork group ancaework teaimf e r

nteracts

in collective work that needs joint effort to enhance performance.

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.

Therefor e, a
mechanismt h at i

ntegrates

t e a m socaly-construetedephemamemon ordinking
indi“™idual s

and

primarily
perform wit hi®Worlhgroaps domoténgage ar e a

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

Guzzo and Dickson® define a work team as:

—...made of

up

ndi vi

dual s

who see

social entity, 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 ) |

2.3 Characteristics of teams

The twelve characteristics of effective teams were developed by Glenn Parker, who has devoted

his whole |ife*'s
Clear Purpose;
Informality;
Participation;

Listening;

Shared Leadership;
External Relations;
Style Diversity;
Self-Assessment.

= =4 =8 -8 -8 -8 _-8_8_8_8_9_9

® Robbins, p 348

wor k

Civilized Disagreements;
Consensus Decisions;
Open Communication;
Clear Roles and Work Assignments;

* (Horvath, Callahan, Croswell & Mukri, 1996).

® 1996; (pp.308-309).
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2.3.1 Clear purpose

Group discussion
- Have a group discussion about how frustrating it can be to be part of a group with no
\.,ﬂ clear idea of why you are there or what you should be doing. Do your team members
_;,"’ know and accept the vision or mission of the organisation? Are they part of the goal
‘ setting for the department or unit?

Reflect on this:

Having goals or a clear purpose is important to each of us. In one landmark study done with Yale
graduates, only 3% of the graduates set goals, but that 3% earned more money and were more
successful than the other 97% put together.

For leaders who are serious about setting goals, there are some things to keep in mind, and these
were nicely summed up by an acronym: SMART PPP. This acronym stands for Specific,
Measurable, Attainable, Realistic, and with Timelines. Goals should also be expressed Positively,
be Personalised for each member of the team, and all goals should be Put in writing, where you
and the team can see them often.

Once you sit down with your team and set some goals, it can be very useful to develop some type
of action plan for accomplishing that goal.

2.3.2 Informality and participation

With high-performance teams, the climate tends to be informal, comfortable, and relaxed. There
are no obvious tensions or signs of boredom. Teams enjoy getting together, they interact easily,
and there is lots of good-natured kidding and laughter. Seating arrangements can facilitate this. A
circle is usually the best seating arrangement; a typical classroom arrangement is the worst.

2.3.3 Listening

High-performance team members also use effective listening technigues such as questioning,
paraphrasing, and summarising to get out ideas. Listening is the single most effective factor that
distinguishes effective teams from ineffective teams. Unfortunately, it gets more lip service than
action.

The ability to really listen is an important skill for any team member to have. Listening allows you
to understand where the other person is coming f
has to say. Unfortunately, we all experience common listening problems:

We let our attention wander;

We miss the real point of what is being said;

We let our emotions interfere with our judgment;

We interrupt and —st éecandidates beihgentes/ieveed; e ment s
We think ahead to what we want tohtsi@avwy nex

= =4 -8 -8 9

To improve your listening skills, use the three steps of active listening.

1 Non-Verbal Messages. Eye contact, an alert expression, head nodding, and a
forward lean to the body expresses listening;

9 Cues or Invitations. These are the phrases like uh-huh, OK, yes, or go on that
signal our attention and invite an individual to continue talking;

1 Clarification of what has been said. We can do this in one of several ways: by
asking questions, summarising what has been said, or paraphrasing the message
in your own words.

10



2.3.4 Paraphrasing is a fundamental listening skill

Why

How

Paraphrasing has both a calming effect and
a clarifying effect. It reassures the speaker
that his/her ideas are worth listening to. It
also provides the speaker with a chance to
hear how his/her ideas are being heard by

Use your own words to say what you think the
speaker said.

I f the speaker ‘s st at
sentences, use roughly the same number of

[

others. words when you paraphi
statement is many sentences long, summarise

it.

Paraphrasing is especially useful on Preface your paraphrase with a comment like

occasions when a spejioneofthese:

convoluted or confusing. At such times,the | —I t soke@dwhé&at you're ¢
paraphrase will help the speakergaugehow | —Thi s i s what | ‘" m heal
well his/her ideas are getting across. —Let me see i f | undeiq

When you have completed the paraphrase,
choice for supporting people to think out l ook f or t leastiors Pay sokething
loud. l i ke, —Did | ge-verbaly?I
s/he will indicate whether or not s/he feels
understood. If not, keep asking for clarification
until you understand what s/he meant.

In summary, paraphrasing is the tool of

Robbins®war n's automatically inc

performancel

t h actllingangeoupeategmd oe s n‘ t
or make it a team.
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 the norm (Castro,
1994). Teamwork has become an essential element for the success and survival of a business.

Accordng t o Ray Laferla, a consultant on business |
individuals are, when they come together they al
because it compensates for individual weaknesses and creates a master mind outside of the
individual .|

In summary, paraphrasing is the tool of
choice for supporting people to think out loud.

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.

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

®p 348

7 Quoted by Gaenor Vaida, Sunday Times, April 18, 2004
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2.4 Teambuilding:A History
2.4.1 The Hawthorne Studies

The emergence of the team idea can be traced back to the late 1920s and early 1930s with the
now classic Hawthorne Studies. These involved a series of research activities designed to
examine in-depth what happened to a group of workers under various conditions. After much
analysis, the researchers agreed that the most significant factor was the building of a sense of
group identity, a feeling of social support and cohesion that came with increased worker
interaction.

Elton Mayo (1933), one of the original researchers, pointed out certain critical conditions which
were identified for developing an effective work team:

The —bossll (chief o0bs e tivaach)perdoresdchiaverpeats; s o n a
S/he took pride in the record of the group;

S/he helped the group work together to set its own conditions of work;

S/he faithfully posted the feedback on performance;

The group took pride in its own achievement and had the satisfaction of outsiders

showing interest in what they did;

The group did not feel they were being pressured to change;

Before changes were made, the group was consulted;

The group developed a sense of confidence and openness;

=A =4 -8 -8 -9

E

These research findings spurred companies to seriously consider the idea of grouping their
employees into effective work teams and to this day they are still important considerations for
human resource developers.

2.4.2 Modern concepts in teambuilding

The traditional prescription for developing work-team effectiveness has been labelled team
development or teambuilding. Perhaps the most significant change in the entire teambuilding
concept has been the increased emphasis on helping teams achieve results and get work
done.

In the early days so much attention was paid to the relationships between people that work
matters were often neglected. Now in a teambuilding exercise, most team facilitators realise the
importance of both how people are working together and how work is getting done. Both
social processes and task processes are now accepted as important to team success.

The evidence suggests that teams typically outperform individuals when the tasks being done
require multiple skills, judgment, and experience. As organisations have restructured themselves
to compete more effectively and efficiently, they have turned to teams as a way to better utilise
employee talents. Management has found that teams are more flexible and responsive to
changing events than are traditional departments or other forms of permanent groupings.

Statistics show that many companies have benefited greatly from using teams, for example
Procter & Gamble reduced manufacturing costs by 30 to 50 percent by implementing teams and
insurance company Shanandoa Life reduced case processing time from 27 to 5 days (Antonioni,
1996).

12



2.5 Guidelines for developing a Mggrformane team

2.5.1 Team size

The best work teams tend to be small. When the t
constructively and agreeingonmuch.Lar ge number s of people usually
cohesiveness, commitment, and mutual accountability necessary to achieve high performance. fl

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.

252 Membersd abilities

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 skillsis crucia. Too many member s with technical sk
creativity, while too many with conceptual skills could cause the team to lose sight of the reality of
production targets.

—Buwtants don‘t need to have all the complementary
uncommon for one or more members to take responsibility to learn the skills in which the group is
deficient, thereby allowing®the team to reach it

2.5.3 Team roles

Allocate specific roles to specific members, based on skills and preferences. 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 best fit with their skills

and allow them to contribute most to the team's

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.

2.5.4 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.

2.5.5 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 responsible for achieving
the team's goal s.

2.5.6 Leadership and structure

Whil e goals define the team's end targets, | eade
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.

® Robbins, p 352
° Robbins, p 353
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2.5.7 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 group' s fefofco ratl )(ltRsaereforeg®portaat tobes t hi s
able to identify individual contributions.

2.5.8 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.

2.5.9 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.

2.5.10 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 conc e pt),orovheretheb unt u
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.

26De Bonods Six Thinking Hats

The great value of the hats is that they provide thinking roles. A thinker can take pride in
playacting each of these roles. Without the formality of the hats, some thinkers would remain
permanently stuck in one mode (usually the black hat mode).

Within any organisation, the more people who learn the format, the more usable it becomes. The
truth is that we do not have a simple language as a control system for our thinking. If we feel that
we are intelligent enough to do without such a system, then we should consider that such a
system would make that intelligence even more effective. A person with a natural talent in any
physical or mental area will benefit even more than others from discipline.

2.6.1 White hat thinking

Imagine a computer that gives the facts and figures for which it is asked. The computer is neutral
and obijective. It does not offer interpretations or opinions. When wearing the white thinking hat,
the thinker imitates a computer.

The person requesting the information should use focusing questions in order to obtain
information or information gaps.

In practice there is a two-tiered system of information. The first tier contains checked and proven
facts: first-class facts. The second tier contains facts that are believed to be true, but have not yet
been fully checked: second-class facts.

There is a spectrum of likelihood ranging from always true to never true. In between, there are

usable levels such as by and large, sometimes, and occasional. Information of this sort can be put
out under the white hat, provided the appropriate frame is used to indicate the likelihood.
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White hat thinking provides discipline and direction. The thinker strives to be more neutral and
more objective in the presentation of information.

You can be asked to put on the white thinking hat or you can ask someone to put it on. You can
also choose to put it on, or to take it off.

The white (absence of colour) also indicates neutrality.

2.6.2 Red hat thinking
Wearing thered hatallows t he t hinker to say: —This is how I

The red hat legitimizes the emotions and feelings as an important part of thinking. The red hat
makes feelings visible so that they can become part of the thinking map and also part of the value
system that chooses the route on the map.

The red hat provides a convenient method for a thinker to switch in and out of the feeling mode in
a way that is not possible without such a device. The red hat allows a thinker to explore the
feelings of others by asking for a red hat view. When a thinker is using the red hat there should
never be any attempt to justify the feelings or to provide a logical basis for them.

The red hat covers two broad types of feeling. First, there are the ordinary emotions as we know
them, ranging from the strong emotions such as fear and dislike to the more subtle ones such as
suspicion. Secondly, there are the complex judgments that go into such types of feeling, such as
hunch, intuition, sense, taste, aesthetic feeling, and other not visibly justified types of feelings.
Where an opinion has a large measure of this type of feeling, it can also fit under the red hat.

2.6.3 Black hat thinking

Black hat thinking is specifically concerned with negative assessment. The black hat thinker
points out what is wrong, incorrect, and in error. The black hat thinker points out how something
does not fit experience or accepted knowledge. The black hat thinker points out why something
will not work. The black hat thinker points out risks and dangers. The black hat thinker points out
faults in a design.

Black hat thinking is not argument and should never be seen as such. It is an objective attempt to
put the negative elements onto the map. Black hat thinking may point out the errors in the thinking
procedure and method itself. Black hat thinking may judge an idea against the past to see how
well it fits what is known. It may also project an idea into the future to see what might fail or go
wrong.

Black hat thinking can ask negative questions but it should not be used to cover negative
indulgence or negative feelings. This is a red hat function.

2.6.4 Yellow hat thinking

Yellow hat thinking is positive and constructive. The yellow color symbolizes sunshine, brightness,
and optimism. Yellow hat thinking is concerned with positive assessment, just as black hat
thinking is concerned with negative assessment.

Yellow hat thinking covers a positive spectrum ranging from the logical and practical at one end to
dreams, visions, and hopes at the other end.

Yellow hat thinking probes and explores for value and benefit. Yellow hat thinking strives to find

logical support for this value and benefit. Yellow hat thinking seeks to put forward soundly based
optimism, but is not restricted to this, provided other types of optimism are appropriately labelled.
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Yellow hat thinking is constructive and generative. It is from yellow hat thinking that come
concrete proposals and suggestions. Yellow hat thinking is concerned with making things happen.
Effectiveness is the aim of yellow hat, constructive thinking.

Yellow hat thinking can be speculative and opportunity-seeking. Yellow hat thinking also permits
visions and dreams.

2.6.5 Green hat thinking

The person who puts on the green hat is going to use the mechanisms of creative thinking.
Everyone involved is required to treat the output as a creative output. Ideally both the thinker and
listener should be wearing green hats.

The green colour symbolizes fertility, growth, and the nurturing of seeds.

The search for alternatives is a fundamental aspect of green hat thinking. There is a need to go
beyond the known, the obvious, and the satisfactory. The green hat thinker pauses at any point to
consider whether there might be alternative ideas at that point. There need be no reason for this
pause.

In green hat thinking, the format of movement replaces that of judgment. The thinker seeks to
move forward from one idea in order to reach a new idea.

Provocation is an important part of green hat thinking. A provocation is used to take us out of our
usual patterns of thinking. There are many ways of setting up provocations, including the random
word method.

2.6.6 Blue hat thinking

The blue hat is the control hat. The blue hat thinker organizes the thinking itself. Blue hat thinking
is thinking about the thinking needed to explore the subject. The blue hat thinker is like the
conductor of the orchestra. The blue hat thinker calls for the use of the other hats.

The blue hat thinker defines the subjects toward which the thinking is to be directed. The blue hat
thinker sets the focus, defines the problems, and shapes the questions. Blue hat thinking
determines the thinking tasks that are to be carried through and is responsible for summaries,
overviews, and conclusions. These can take place from time to time in the course of the thinking,
and also at the end.

The blue hat monitors the thinking, enforces discipline, and ensures that the rules of the game are
observed. Blue hat thinking stops argument and insists on map type of thinking.

Blue hat thinking may be used for occasional interjections which request one or another hat. Blue
hat thinking may also be used to set up a step-by-step sequence of thinking operations which are
to be followed, just as a dance follows the choreography.

Even when the specific blue hat thinking role is assigned to one person, it is still open to anyone
to offer blue hat comments and suggestions.

2.7 Styles or frameworks of team leadership

We have seen that leadership behaviour plays a very important role in providing structure and
focus to teams.

We will now look at how a leader can enhance employee job satisfaction, work motivation and
work performance by adopting and adapting his/her leadership style for and to each individual and
situation s/he has to deal with.
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Leadership style is the manner and approach of providing direction, implementing plans, and
motivating people and the different styles leaders can adopt have been given many different
names, with the most common being the following:

9 Authoritarian or autocratic;
9 Participative or democratic;
1 Delegative or Free Reign.

2.7.1 Authority, accountability and responsibility

Before we discuss the leadership styles, it is important to clarify our understanding of the
concepts of authority, responsibility and accountability, as they are critical to how the leader and
team members work together and relate to their assigned tasks:

Authority: The ability to make binding decisions about your business unit's products,
schedule, resources, and activities. Examples include your ability to sign purchase orders not to
exceed R3 000 and your ability to change a scheduled date by no more than two weeks, while
your team member cannot authorise any purchase and your manager has the authority to sign
orders in excess of R20 000 and can actually put a plan on hold or cancel it.

Responsibility: The commitment to achieve specific results. This refers to all members and
all tasks assigned to them.

Accountability: Bringing consequences to bear based on people's performance. People
sometimesaresoafrai d of these —consequencesll, that they
more authority. However, bear in mind that consequences can also be positive: having your

manager reflect in your annual performance appraisal that you solved a difficult manufacturing

problem is an example of accountability.

2.7.2 Forces

As we have said, a good leader uses all three styles described above, depending on what forces
are involved between the followers, the leader, and the situation.

Forces are those factors which influence the outcome of a task, such as:

How much time is available;

Are relationships based on respect and trust or on disrespect?

Who has the information - you, your team members, or both?

How well your team members are trained and how well you all know the task, i.e.
competence;

Internal conflicts, i.e. dynamics;

Stress levels;

Type of task: Is it structured, unstructured, complicated, or simple?

Laws or established procedures such as the Health and Safety Act, policies, or
training plans.

= =4 -8 =9 = =8 =4 =9

2.7.3 Positive and negative approaches

There is a difference in ways leaders approach their team members. Positive leaders use
rewards, such as education, independence, etc. to motivate employees, while negative leaders
emphasise penalties. While the negative approach has a place in a leader's repertoire of tools, it
must be used carefully due to its high cost on the human spirit.

Negative leaders act in a domineering and superior way with employees. They believe the only

way to get things done is through penalties, such as loss of job, days off without pay,
reprimanding employees in front of others, etc.
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They believe their authority is increased by frightening everyone into higher levels of productivity.
Yet what always happens when this approach is used wrongly is that morale drops, which of
course leads to lower productivity.

Also note that most leaders do not strictly use one or the other, but are somewhere on a

continuum ranging from extremely positive to extremely negative. People who continuously work
fromthenegatve perspective are —Dbossesl, while those
considered real leaders.

Leadership Styles

Management has most Employees have the

of the Knowledge & needed Knowledge &
Skills Skills
Management
Control
Employee
Control
Autocratic Paternailistic Participative Delegative Free Reign
Style Style Style Style Style

2.7.4 Selecting the appropriate leadership style for your team

We have looked at the main leadership styles or frameworks, ranging from autocratic to free

reign. Now we need to decide which styles of leadership to adopt with our team members in the

variety of situations we face daily. In order to do so we need to distinguish clearly between our

supervisory, management and leadership roles. In addition, we need to be clear on exactly what

we understand by —l eadershipl, in order to deter
also look at | eadership theory, such as Situatio
better understanding of how to adapt our leadership style to followers and situations.

2.7.5 Management, supervision and leadership

Let's clarify what we mean by management, supery
distinct from management and supervision, although some people and organisations use the
terms interchangeably.

2.7.6 Supervision

Supervision means that an individual is charged with providing direction and oversight for other
employees. The successful supervisor provides recognition, appreciation, training and feedback
to reporting employees.

2.7.7 Management

"Management" (from Old French management : "the art of conducting, directing" and from Latin
manu agree : "to lead by the hand") characterises the process of leading and directing all or part
of an organisation, often a business, through the deployment and manipulation of resources
(human, financial, material, intellectual or intangible).lo

Management means to conduct the affairs of business, to have work under control and to provide
direction, to guide other employees, to administer and organise work processes and systems, and

to handle problems. Managers monitor and control work while helping a group of employees more
successfully conduct their work than they woul d
described as providing everything his reporting employees need to successfully accomplish their

jobs.

1% en.wikipedia.org/wiki/Manager
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One famous quote from Warren Bennis, Ph.D. in On Becoming a Leader distinguishes
management from |l eadership: —Manager adergaree peopl e
people who do the right thing.

An effective manager is someone who plans, controls and organises tasks and goals and is able
to |l ead people, so that the organisation's goal s

There are as many definitions of management as there are managers. Some of the responses
elicited from employees as to what a manager is, are the following:

A manager is someone who is

On top of every situation;
Tough;

Autocratic;

Hard-nosed;

Realistic;

Profit-minded;

Caring;

Always in meetings.

E R ]

2.7.8 Leadership

Leadershiphas been defined as —the process of | eadin
of individuals and groups in such a way that they work willingly to pursue the goals and objectives
of the organisationl and i s ewentdunaidns:t he four f uno

1 Planning and organising set the wheels of the management process in motion;

1 Inleading, management gives direction to the ¢
its resources are deployed as effectively as possible to realise its objectives;

1 Once management has provided the necessary leadership to set the management
process in motion, it must periodically monitor, or control, the situation to see that
the activities and resources are applied properly to enable the organisation to
continue functioning productively.

Leadership remains the most baffling of arts . .. as long as we do not know
exactly what makes men get up out of a hole in the ground and go forward in the
face of death at a word from another man, then leadership will remain one of the

highest and most elusive of qualities. It will remain an art.
James L. Stokesburv

The correlation between management and leadership™

Managers focus on tasks and people. Leaders focus on people.

Activity Management Leadership
Planning: Establishing Establishing direction:
goals and objectives and Develop a mission and

Creating an agenda formulating strategies and strategies for change

plans to reach the goals

1 Griffin, RW. 1993. Management. Quoted in P.J Smit & GJ De J Cronjé, Management Principles, p.286.
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Developing a human
network to achieve the

Organising and staffing:
Develop a structure for the
assignment of tasks and

Aligning people: Motivate
people and teams to follow
a vision

agenda
resources

Produce the results
expected by stakeholders

Produce change and often
dramatic results

Outcomes

A leader is more than a manager: s/he must be flexible enough to deal with constant change.

Leadership is the ability to influence others to cooperate willingly, while management, on the other
hand, includes leadership in addition to the other functions of management.

It is quite possible to have a leader who is not a manager, or a manager who is not a leader. The
aim of leadership study is therefore to turn managers into leaders, so that they can become better
managers.

Two basic forms of leadership behaviour were identified:

1. Task-oriented leader behaviour

The leader is concerned mainly with careful supervision and control. S/he uses pressure to get
subordinates to perform and sees them merely as instruments to get the work done.

2. Employee-oriented leader behaviour

The leader applies less control and uses more motivation and participative management to get
the work done. S/he focuses more on people and their needs and progress.

Tannenbaum and Schmidt identified a further dimension, namely the situation, which influences

leadership behaviour, and this ultimately led to the situational models*? of leadership
behaviour.

sk-oriented IeadeysSingg ES Iy I Y

o r

1

I

1

1

|

Manager Manager Manager Manager Manager Manager Managao
makes deci- ‘sells’ his puts for- presents presents defines lim- allows suly
sion and decision ward ideas tentative problem, is its and asks ordinates o
announces and invites decision given sug- group to make decai
it questions subject to gestions, make deci- sions within
change and makes sion limits
decision

12 Reproduced in P.J Smit & GJ De J Cronjé, Management Principles, p.292.

A continuum of leadership behaviour . .
Source: Tannenbaum, R & Schmidt, WH. 1973. How to choose a leadership pattern. Harvard Business Review

Harvard College.
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2.7.9 Key learning points
We all have a preferred or dominant leadership style:

On our individual life paths, each of us has developed a distinctive portfolio of interests,
knowledge, skills, perspective, and experience. This personal and professional style has evolved
through trial and error, success and failure. We rely on it for survival and advancement at home,
in our community, and at work.

By understanding our stylistic preferences and biases and the styles of people we live and work
with, we'‘re arguably better equipped to appreci a
with others.

Our preferred leadership style may not be the style best suited for our most significant
leadershigchallenges:

Unfortunately many leaders tend to hammer away at leadership opportunities and challenges with
excessive dependence on their dominant leadership styles and little awareness of alternate
leadership approaches.

In many instances, this stylistic dependency compounds problems — especially when those
problems were created by the same leadership style chosen to resolve them.

Our leadership prospects improve when we increase our awareness and use of diverse
leadership styles:

When we diversify our leadership skills and styles we become better prepared to address the
complexity and diversity of leadership opportunities and challenges. This is especially true in
today's society and marketplace, which is more

Someofthe worl d‘'s greatest | eaders demonstrate the
leadership styles and skills.

Effective leaders display appropriate leadership behaviour:

91 Directive behaviour involves clearly telling people what to do, how to do it, and
when to do it, and then closely supervising their performance;

1 Supportive behaviour involves listening to people, providing support and
encouragement for their efforts, and then facilitating their involvement in problem-
solving and decision-making.

Effective leaders select and use a mix of leadership styles most appropriate for the situation

1 Individual-oriented:d ependi ng o ncompeipncedntieietask areas and
their level of commitment, leadership style will vary from one person to another;.

1 Team-oriented: depending on the team maturity stage (forming, storming, norming
or performing) the leadership style can change from directive to more
empowering.

Style descriptors:

S3 S2

Decision-making: Joint contributions Decision-making: Leader explains
Group decisions after consulting

Communications: Two-way Communications: Two-way
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Listens Leader explains ideas and
Discusses gives reasons
Assists Supervision: Close
Supervision: General Frequent directives
Infrequent Controls actions
Interpersonal: Compassionate Interpersonal: Accommodating
Supportive Friendly
Informal
S4 S1

Decision-making:
Communications:

Supervision:

Interpersonal:

Follower decisions
Leader reacts
Listens

Approves

Minimum

Infrequent

Control by exception
Compassionate
Supportive

Informal

Decision-making:
Communications:
Supervision:

Interpersonal:

Little, if any consultation
Gives reasons
One-way

Top-down

Close

Directive controls
Impersonal

Directive

Task-oriented

Development levels of followers

Clearly the right leadership style will depend very much on the person being led - the follower -
and Blanchard and Hersey extended their model to include the Development Level of the
follower. They said that the leader's style should be driven by the Competence and
Commitment of the follower:

1 Competence is a function of knowledge and skills, which can be gained from
education, training and/or experience;

I Commitment is a combination of confidence and self-motivation. Confidence is a

measur e

wi t

of

hout mu c h

supervision,

enthusiasm for doing a task well.

a -assueedness # & feeling @ befng able to do a task

wher eas

Blanchard and Hersey came up with the following four levels of follower development:

D4

High Competence

D3 Variable

Commitment

D2

D1

High Competence
High Commitment

Some Competence
Low Commitment

Low Competence
Low Commitment

mo t

Experienced at the job, and comfortable with their own ability to do it well. May

—what I,

assisting the follower to contribute.

|l eaving the

even be more skilled than the leader. The leader responds by delegating (S 4),
which means s/he leaves authority and the right to act in the hands of the follower.
The leadermayd e c i de

Experienced and capable, but may lack the confidence to go it alone, or the
motivation to do it well / quickly. The follower is high on competence, but varying
in commitment. The follower could be experienced enough, but may have lost
interest or be distracted (perhaps due to personal problems). The correct
leadership style to adopt is supportive (S 3), namely supporting, discussing and

f ol

May have some relevant skills, but won't be able to do the job without help. The
task or the situation may be new to them. The leader needs to coach (S2), being
high on both directive and supportive behaviours.

Generally lacking the specific skills required for the job in hand, and lacks any
confidence and / or motivation to tackle it. This could be during a period of
learning new tasks and getting acquainted with the work environment. Some

followers could become demotivated during this period, depending on the degree
and speed of development. The ideal response to this level is S1, since the

follower is incompetent and insecure, but willing to do the task. The leader thus
has to instruct, with close supervision. Communication will be one-way, with basic
decisions being made by the leader alone.
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The following diagram®® illustrates the relationship between leadership style and follower
development:

(High) THE FOUR LEADERSHIP STYLES

High Directive §
and B

High Supportive §g
Behavior E

High Supportive
and

Low Directive
Behavior

SUPPORTIVE BEHAVIOR

Low Supportive High Directive

and and
Low Directive Low Supportive
Behavior Behavior i
(oW DIRECTIVE BEHAVIOR— e (tigh)
HIGH MODERATE LOW
DEVELOPED DEVELOPING

DEVELOPMENT LEVEL OF FOLLOWER(®S)

Diagnose yourteam member 6 s devel opment | evel in order t
leadership style

Step 1:
Determine what responsibility or task a follower has to perform

Step 2:
Specify clearly what level of performance is expected to accomplish the task satisfactorily

Step 3:
Assess the development level (readiness) of the follower

Step 4.
Draw a straight vertical line up from the development level continuum to the leadership style
curve.

Blanchard and Hersey said that the Leadership Style (S1 - S4) of the leader must correspond to
the Development level (D1 - D4) of the follower - and it's the leader who must adapt. By
adopting the right style to suit the follower's development level, work gets done, relationships are
built up, and most importantly, the follower's development level will rise to D4, to everyone's
benefit.

An employee might be generally skilled, confident and motivated in his/her job, but would still drop
into Level D1 when faced, say, with a task requi

Many managers are D4 when dealing with the day-to-day running of their department, but move
to D1 or D2 when dealing with a sensitive employee issue.

'3 Blanchard and Hersey
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For example, a new person joins your team and you're asked to help him through the first few

days. You sit him in front of a PC, show him a pile of invoices that need to be processed today,

and leave forameeting. He * s at | evel D1, aBHvatyone toses, beeausethe pt e d
new person feels helpless and demotivated, and you don't get the invoices processed.

On the other hand, you're handing over to an experienced colleague before you leave for a
holiday. You've listed all the tasks that need to be done, and a set of instructions on how to carry
out each one. They're at level D4, and you've adopted S1. The work will probably get done, but
not the way you expected, and your colleague despises you for treating him like an idiot.

But swap the situations and things get better. Leave detailed instructions and a checklist for the
new person, and he'll thank you for it. Give your colleague a quick chat and a few notes before
you go on holiday, and everything will be fine.

One cannot discuss situational leadership without referring to motivation, as it goes hand in
hand with commitment. We therefore need to bear in mind the insights we have gained from
motivational theory.

As we saw previously, the traditional approach to leadership (and consequently motivation) was
based on the assumptions that employees were generally lazy, largely motivated by money and
did not attach much importance to what they did.

We also saw that the current approaches to leadership hold that motivation is internal and need-
or goal-oriented. Therefore it is crucial that managers/leaders understand the motivational needs
or goals of their employees.

A physical or emotional need drives an individual to take action or exhibit certain behaviour, in
order to satisfy the need. The consequence of the behaviour can be positive (satisfies the need)
or negative (leaves it unfulfilled). Whichever way it turns out, the feedback is that successful
behaviour should be repeated, or if the person is dissatisfied, s/he will continue seeking different
ways to fulfil that need.

Basic Model of Motivation

A 4

Need Motive »  Behaviour
| K \ 4
Satisfaction/
Dissatisfaction [¢ Consequence
Feedback

All of us are unique. Different things motivate different people, and needs and motives are not
fixed, but change constantly.

In the context of our business, we can apply motivational theory as follows:

1. In order to motivate your team members, you need to continuously encourage them. This
is not necessarily done through promises of financial reward, but rather by helping them
build their self-esteem and attain self-fulfilment. You would therefore need to know what
drives each of your team members.

24



2. Youmustensure that the rewards are directly rela
empl oyees® work objectives are clearly -defince
fulfilment and self-esteem by achieving those objectives.

3. Furthermore, employees know that their superiors and colleagues are also aware of these
objectives and achieving them will also contribute to enhancing self-esteem and status.

4. Remember , motivation is an ongoing process, ¢
circumstances change and therefore, you, as the leader of your team need to be
identifying at which developmental level they are on and motivating them accordingly on
an ongoing basis.

2.8 Contract with team members

Adopting the situational leadership model in a business unit can be very threatening to some
managers, as it involves contracting, or agreeing, with team members on how you are going to
interact with them and which leadership style they can expect you to adopt. In other words,
contracting demands a great deal of transparency and a high level of trust between the
manager and the team members.

Blanchard and Hersey suggest that you follow the contracting process described below:

Step 1:

Set goals and obtain agreement from the person performing the task. Define areas of
responsibility and set performance measures and standards.

Ask yourself the following questions:
1 What areas of responsibility or goal do | want to influence?
1 How will I know that the job is being done/ measure?
1 What constitutes good performance/ standard?

Step 2:

Diagnose the developmental level of the team member performing the task. You need the
agreement of the person performing the task. Decide on level of commitment and competence
(D1, D2, D3 or D4)

Step 3:

You both decide on the appropriate leadership style (S1, S2, S3, S4)

Step 4:

Deliver the appropriate leadership style.

If performance is good, you can proceed to more support and less direction, eventually delegating
and setting new goals.

In the case of poor performance, you go back to increased support, or more direction. You might
have to return to step 1 and review, clarify and agree on the goal(s).
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2.9 Team roles

Teams (groups of individuals brought together with a specific purpose in mind) have been around
since time immemorial, yet it is only within the last quarter century or so that the importance of
teams has been recognised as an important aspect of business. During this recent time much has
been written about the need to understand the processes involved in teambuilding and working.
Teams are not created overnight, they have to develop, mature and sometimes eventually to end.

Team Role Belbin Role

Coordinator:

Likes experimenting with new ideas.
Good at evaluating different options.
Good at organizing new activities.

Shaper:

Likes 'making things happen'.

Ready to add energy and turn an idea into an action.
May be impatient.

Implementer:
Likes working with detailed information.
Good with facts and figures.

Doing Completer/finisher:

Likes completing things on time, on budget and to specification.
Likes using well-developed skills.

Good at methodical, careful work.

Monitor/Evaluator:

Likes to help others.

Gathers information and makes it understandable.

Listens patiently before deciding.

Prefers to be slow and fully right rather than quick and mostly right.

Plant:

Leading

Thinking: Likes independence to think and innovate.
Not afraid to challenge norms.
Good at starting new things
Specialist:
Expert, holder of scarce or rare information or skills.
Could build kingdoms or defend territories.
Resourcel/investigator:
Likes to connect with people outside the group as well as inside.
Good at seeing the big picture.

L Good at creating enthusiasm for new ideas.
Socialising

Team Worker:

Looks after the physical and social elements of the team.

A great source of emotional strength for others on the team.
May have strong views on how the team should be run.

Teams work best when there is a balance of primary roles and when team members know their
roles, work to their strengths and actively manage weaknesses.

To achieve the best balance, there should be:

1 One Co-ordinator or Shaper (not both) for leader;
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A Plant to stimulate ideas;

A Monitor/evaluator to maintain honesty and clarity;

One or more Implementer, Team worker, Resource investigator or Completer
Finisher to make things happen.

= =4 =

Identify types when starting up teams and ensure you have a good balance (or handle the
difference).

The message for the leader is clear: Understand the preferred roles of people on the team. Play
to people's strengths. Get a good balance of people on a team, not just one type.

2.9.1 The ideal team member

If you had the opportunity to start a new team and select anyone from your organisation to be on
it, whom 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?
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.
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.

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.

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?"

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.
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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.

2.9.2 Techniques for encouraging participation

Foster a culture of cooperation

Fostering teamwork is creating a work culture that values collaboration. In a teamwork
environment, people understand and believe that thinking, planning, decisions and actions are
when done cooperatively. People recognise

better
us i s

lt‘s hard

as good as all of wus. |

institutions such as schools, family structures, and sports teams emphasise winning, being the
best, and coming out on top. Workers are rarely raised in environments that emphasise true
teamwork and collaboration.

Currently organisations are working on valuing diverse people, ideas, backgrounds, and
experiences, but we still have a long way to go before valuing teams and teamwork will be the

norm.

You can, however, create a teamwork culture by doing the following:

1

Communicate the clear expectation that teamwork and collaboration are
expected. No one completely owns a work area or process all by himself, or if
people do own work processes and positions, they have to be open and receptive
to ideas and input from others on the team.

Model teamwork in your interaction with other managers and the rest of the
organisation. Management maintain teamwork even when things are going wrong
and the temptation is to slip back into former team unfriendly behaviour.

Talk about and identify the value of a teamwork culture with your team
members. Values are formally written and shared and teamwork is one of the key
values.

Reward and recognise teamwork. The lone ranger, even if s/he is an excellent
producer, is valued less than the person who achieves results with others in
teamwork. Compensation, bonuses, and rewards depend on collaborative
practices as much as individual contribution and achievement.

Tell important stories and history within the company that emphasise
teamwork. (Remember the year the X team reduced waste by 20 percent?)
People who —do welll and are promoted

Ensure that your performance management system places emphasis and
value on teamwork.

2.9.3 Engender trust

Teamwork involves trust among team members and between management and associates.

Webster's Dictionary defines trust as the "assured reliance on the character, ability, strength, or
truth of someone or something."
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Trust is a critical issue in any type of relationship because a relationship without trust is not really
a relationship at all.

One of the problems that managers encounter when dealing with teams is that managers cannot
automatically instil trust into their members. Yet, even with the appropriate individuals on a team,
a team that does not build a trusting relationship is not an effective team.

Research shows that trust is the basis for creating a healthy work environment. According to
Heathfield (2002a), trust is the necessary precursor for the following:

1 Feeling able to rely upon another person;
1 Cooperating as a group;

1 Taking thoughtful risks;

1 Experiencing believable communication.

In other words, "trust forms the foundation for effective communication, associate retention,
motivation, and contributions of discretionary energy" (Heathfield, 2002a).

If you want your team to trust you,
you have to show that you trust and respect them.

If you want your team to trust you, you have to show that you trust and respect them.

Robbins' identifies the following dimensions of trust:

1 Integrity;

1 Openness;

1 Competence;
1 Loyalty;

1 Consistency;

Act from a position of integrity so that everyone benefits.

Be open and transparent. If certain sensitive information cannot be revealed, tell the members,
don‘t |ie to them.

Seek the best interests of the team.

Communicate effectively — keep team members informed by explaining decisions and policies.
Provide constant and accurate feedback. Be honest and open about problems and your own
limitations.

Be supportive —beavailabl e and approachabl e. Encourage and
Show that you are available and approachable if they have any problems or need support or
advice.

Be respectful — delegate with authority, always be fair and consistent, listen to your team
member s ideas and suggestions, be respectful of

Be fair — give credit where it is due. Be objective and impartial in performance evaluations and
feedback. Be generous with your praise. Be fair in the decisions you make.

Be predictable — be consistent in the way you interact with members and in your daily
supervision. Keep your promises and your commitments.

“p 356
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Demonstrate personal competence — develop the admiration and respect of team members by
demonstrating technical and professional ability and good business sense. By being a role model
you are setting a positive example to the rest of the team.

Behonest—i t i s important that both you and your tea
and Ilnaoll yowhe ay _yesll and you really mean —mnol,
what you mean, and do what you say, you will be regarded as trustworthy.

2.9.4 Promote a participative environment

1 Pay attention and listen to team members in order to learn their point of view to
establish rapport between yourself and them;

1 Ask for information — ask team members for facts, as opposed to opinions or
suggestions about a topic;

1 Give information — facts that are theoretically confirmable by others;

9 Establish expectations — that team members have for one another and for their
joint efforts as a team;

1 Say thank you — for working towards consensus and towards a common goal;

1 Respond to feelings — communicate that you understand how team members feel
about an issue;

1 Keep attention focused — call the attention of the group to a particular statement or
event to highlight what has been said or done, or to bring the group back to its
main focus;

1 Confront — in a pleasant way be able to tell members of an inconsistency between
their current statement or action and previous statements or actions, or be able to
tell them that what they are saying does not match the facts;

1 Be a role model — demonstrate behaviour that team members should copy;
9 Act quickly — do not let problems fester and infect more and more people;

1  When a problem surfaces, immediately tackle it and sort it out before it becomes
major;

1 Resolve conflict — act as a neutral and impartial facilitator to resolve conflict or
avoid escalation of conflict.

2.9.5 Involve employees in decision-making

Employee involvement is creating an environment in which people have an impact on decisions
and actions that affect their jobs.

Employee involvement is not the goal nor is it a tool, as practiced in many organisations. Rather, it
is a management and leadership philosophy about how people are most enabled to contribute to
continuous improvement and the ongoing success of their work organisation.

You need to involve your team members as much as possible in all aspects of work decisions and

planning. This involvement increases ownership and commitment, retains your best employees,
and fosters an environment in which people choose to be motivated and contributing.
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Employees can be involved in decision-making and continuous improvement activities by using
such methods as suggestion boxes, quality circles, work teams, continuous improvement
meetings and periodic discussions between supervisor and members.

Intrinsic to most employee involvement processes is training in team effectiveness,
communication, and problem solving; the development of reward and recognition systems; and
frequently, the sharing of gains made through employee involvement efforts.

2.9.6 Foster teambuilding

Do you immediately picture your group off at a resort playing games or hanging from ropes when
you think of team building? Traditionally, many organisations have approached team building this
way. Then, they wonder why that wonderful sense of teamwork, experienced at the retreat or
seminar, failed to impact long term beliefs and actions back at work.

Retreats, planning sessions, seminars and team building activities have to be part of a larger
teamwor k effort. You wil |l not build teamwor k
year. Think of team building as something you do every single day. Team building is a process.
When team members know the common goals, their roles and responsibilities, agreed-upon
methods for communication including coaching and giving feedback, and have incentive to
perform them, success is inevitable.

Team building is not always the easiest task to accomplish, but with the five tips listed below,
effective teams can be built:

Form teams to solve real work issues and improve real work processes

The manager should provide the team with teamwork training beforehand on systematic methods
of team work. The team should focus on accomplishing the task, not on how to work together as a
team.

Hold meetings to review tasks and progress

It is the manager's responsibility to recognise when a group is not developing a healthy
relationship. Meetings give the manager the opportunity to examine the team's progress. If a team
is falling behind, the manager should look to see if the team has personality issues or difficulties in
agreeing on the best approach for the task at hand.

Build fun and shared experiences into the agenda

The manager should help the team think as a unit within a fun work environment so that everyone
on the team feels involved and appreciated. For example, management could sponsor company
dinners or business trips to sporting events or team retreats.

Use icebreakers and tisnmited fun tearbuilding exercises

The manager should use icebreakers and group activities at the beginning of meetings to promote
interaction and camaraderie among team members. The bottom line is that icebreakers help
colleagues to get to know each other on a more personal basis.

Celebrate group successes publicly

The manager should recognise the group as a whole for their accomplishments, not just
individuals within the group. Constructive group praise is always the best policy.
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2.9.7 Discourage group-think

Groups of people can often combine their talents, abilities, and experience to come up with the
wisest choices. This is why groups, rather than individuals, usually make major decisions in
business. But all this depends on overcoming the tendency to conform and cohere to the group.
By learning to avoid groupthink, your business is sure to benefit by tapping into the creativity and
ingenuity waiting inside everyone.

—Groupthinkl is a conformist mindset that inter/

Groupthink occurs when your team members are more concerned about securing the approval of
others than in challenging their co-workers to come up with breakthrough ideas. Of course, you
need those breakthrough ideas for your organisation to be successful and to stand apart from the
competition. As a manager, you have to tread
mindset, and the equally limiting group mentality, where no one wants to rock the boat, or disturb
the harmony in the group.

This is where you will need to foster —creative

Encourage a culture of difference

Your company‘s work environment diSeheocaslofdopimon.unr i s h

meetings, ask your employees to express their opinions before you share your own. Tell your staff
that you want them to speak up when they disagree or have an idea that is different from others in
the group.

Watch your signals

If you encounter little disagreement in your group, think about your own behaviour. Do you in
some way convey the message that disagreement is bad? When an employee expresses a
differing opinion, do you rake him/her over the coals? If you are unable to pry your employees out
of groupthink sickness, ask a team member you trust for his/her honest feedback on how you
come across to your staff.

Set some guidelines

Setting forth meeting procedures early on is important in combating groupthink. This includes
developing an agenda: a clear template for discussion. It also includes sharing your expectation
that all employees will speak honestly and that all opinions are to be heard. Healthy debate about
ideas and alternatives should be encouraged, while personal attacks should not be permitted.

Rebuild the group

During a meeting, the process of coming to a decision is often not an easy one. Disagreement
and conflict, while healthy, can be a tiring process, and it is the fear of this process that is part of
the mechanism of groupthink. One way to counteract this is to come to a decision midway through
the meeting, saving the last half for a brainstorming session on different issues. This allows
people to come together in a creative, unpressured way, so that the group can reconnect.

Create an anonymous feedback channel

Allow your staff a way to state their views freely without any worry of reprisal. A suggestion box is
one constructive solution. Regularly bring up questions and suggestions from the box at weekly
meetings and use them as a springboard for discussion. These suggestions can also be brought
up in e-mail dialogues.
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Make sure the conflict stays healthy

Of course you want to avoid groupthink. Just make sure that in the process of fostering creative

confict, the tension among your staff doesn‘t become
ensure that there is no personal criticism or harsh words being exchanged. If this is the case, talk

with your staff and make sure they understand what a healthy difference of opinion means.

2.9.8 Handle team dysfunctions

According to Pat Lencioni of the Table Group™®al | teams are potentially d
inevitable because they are made up of fallible, imperfect human beings. From the basketball

court to the executive suite, politics and confusion are more the rule than the exception, which is a
shame because the power of teamwork is substant:i

To better understand the level of dysfunction you and your team may be facing, ask yourself
these simple questions:

1 Do team members openly and readily disclose their opinions?

1 Are team meetings compelling and productive?

1 Does the team come to decisions quickly and avoid getting bogged down by
consensus?

1 Do team members confront one another about their shortcomings?

1 Do team members sacrifice their own interests for the good of the team?
Although no team is perfect and even the best teams sometimes struggle with one or more of
these issues, the finest organisations constantly work to ensure that their answersare —y e s . I | f
you answered ——mol to many of these questions, ya

Ray Laferla identifies five dysfunctions that can destroy a team. They work as a hierarchy and,
therefore, the presence of any one can cause the downfall of teamwork:

"\
v

Inattention
to Results

No Accountability
Lack of Commitment
Fear of Conflict
Lack of Trust

Lack of Trust

At the base of the hierarchy is trust. When team members are mistrustful of one another, and/ or
the team leader, they focus on backstabbing, internal politics and serving their own interests.

Essentially, trust within ateamistheconfidence among team members that
are good. Without a certain comfort level among team members, a foundation of trust is next to
impossible.

An absence of trust occurs when team members are reluctant to be vulnerable with one another

and are unwilling to admit their mistakes, weaknesses or need for help.

Achieving vulnerability-based trust can be difficult because in the course of career advancement
and educational pursuits, many successful individuals sometimes become competitive with their
peers and protective of their reputations. Often it is a challenge for executives to turn off those

competitive instincts that run counter to building a cohesive team. Creating trust is a process that

' Quoted on www.sterlinghoffman.com
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takes time. In working to overcome a lackoftru st , t eam member s shoul
working styles and personalities.

Conflict Avoidance

If team members do not trust one another, they will avoid conflict and choose simply to agree to
any suggestion, particularly if it comes from management.

Teams that are lacking in trust are incapable of engaging in constructive debate about key issues,
causing situations where team conflict can easily turn into veiled discussions and back-biting
comments.

In a work setting, if team members do not openly air their opinions, inferior decisions can be the
result.

Unfortunately, conflict is considered taboo in many situations, especially at work. And, the higher
up you go along the management chain, the more you witness individuals spending inordinate
amounts of time and energy trying to avoid the kind of passionate debates that are essential to
any successful team. The first step to conquering this dysfunction is to acknowledge that conflict
can be productive.

Lack of Commitment

Just as team members need to trust one another to work well together, they also need to be
committed to the team.

Without conflict, it is difficult for team members to commit to decisions, creating an environment
where ambiguity prevails. Lack of direction and commitment can make employees unhappy and
unsettled.

A lack of commitment is often caused by the desire for consensus and the need for clarity. It is
important for teams to be able to find ways to achieve buy-in, even when complete agreement is
not possible.

Great teams make sure all opinions are heard and then reach a decision based on the best
solution.

Uncertainty can impact commitment when teams are constantly searching for more information to

make the —rightl decision, and can ultimately

AvoidingAccountability

The fourth dysfunction- avoiding accountability- builds on the previous three: Team members
who are mistrustful, who avoid conflict and lack commitment will avoid being accountable for their
actions, because they are unsure of what is required of them. Such team members shift the blame
when things go wrong and are often allowed to get away with substandard performance.

d

gel
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When teams don‘t commit to a clear plan of actio

hesitate to call their peers to account on actions and behaviours that may seem counterproductive
to the overall good of the team.

Team members who are close may hesitate holding one another accountable for fear it could
jeopardise their relationships. Ironically, this only causes the relationships to deteriorate as team
members begin to resent one another for not living up to expectations.

Members of great teams improve their relationships by holding one another accountable, thus

demonstrating that they respect one anotherandhave hi gh expectations
performance.
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Peer pressure helps to maintain high standards as do published goals and regular progress
reviews.

Inattention to Results

If team members do not know what is expected of them and subsequently avoid re sponsibility,
they will not pay any attention to results.

—A team that i's not focused,

i s bound to stagnat
easily distracted, Il says Laferl

a .

Team members tend to put their own needs (ego, career development, recognition, etc.) ahead of
the collective goals of the team when individual
of the need for achievement, the team, department and business ultimately suffer.

The only way to conquer this dysfunction is to make desired results clear and reward those
behaviours and actions that contribute to those results.

2.9.9 Reward, recognise, award and thank team members

0There are two things peopl e waesdgnitioo and praidedn s e x
Mary Kay Ash

A key leadership trait is the ability to inspire followership. In addition to supplying a shared vision
and direction, leaders must develop a relationship with the people they inspire to follow them. The
successful leadership relationship inspires people to become more than they might have been.
Following an effective leader, people accomplish and achieve more than they may ever have
dreamed possible.

The foundation of this successful relationship i
and appreciated. The leader excels at creating opportunities to provide rewards, recognition and

thanks to his or her staff. (Yes, money works to a certain extent, although, as a limited quantity in
organisations,don*t overemphasi ¥%e its importance

Employee recognition is not just a nice thing to do for people. Employee recognition is a
communication tool that reinforces and rewards the most important outcomes people create for
your business. When you recognise people effectively, you reinforce, with your chosen means of
recognition, the actions and behaviours you most want to see people repeat. An effective
employee recognition system is simple, immediate, and powerfully reinforcing.

Effective leaders need to demonstrate the following practices:

1 Pay attention to people using common courtesy. Say good morning. Ask
people how their weekend turned out. Ask whether Rebecca won her soccer
match. Practicing simple courtesy is a powerful relationship-building tool.

9 Listen to what your co-workers, peers and staff members have to say. Listen
giving full attention to the person seeki
attention and listen actively, set a time with the person to meet when you can. You
gain much information from the ideas and opinions of others. You make people feel
special when you listen to them without distraction. Know that Rebecca has a
soccer match.

1 Use powerful, positive language in your interaction with others. Say "please"
and "thank you" and "you're doing a good job."
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Say, —Wehaoel deocompli shed the goal wi
saved the customer for the company. |
feel important. Powerful, positive recognition encourages your employees to
contribute more of the same work in the future.

9 Put praise in writing. A "thank you" note to the employee, with a copy to her file,
magnifies the impact of the recognition.

1 Keep your commitments to staff. If you have a meeting set up for Tuesday,
attend the meeting. Cancellation should not occur except in a true emergency.

Promi sed Pat a day off? Don‘t do it wunl

1 Give staff public credit for contributions.You di dn‘t think
staff review. Instead y
[

say,
with herl and —The credit belongs to

2.9.10 Recognition

When you consider team recognition processes, you need to develop recognition that is equally
powerful for both the team and the individuals in the team.

You must address five important issues if you want the recognition you offer to be viewed as
motivating and rewarding by your team and important for the success of your organisation/
business unit:

1 All team members must be included in the recognition;

1 The recognition must supply the team members with specific information about
what behaviours or actions are being rewarded and recognised;

1 Any team which then performs at the level or standard stated in the criteria
receives the reward;

1 The recognition should occur as close to the performance of the actions as
possible, so the recognition reinforces behaviour the manager wants to encourage;

1 Ensure that you do not design a process in which managers "select" the people to
receive recognition. This type of process will be viewed forever as "favouritism" or
talked about as "it's your turn to get recognised this month." This is why processes
that single out an individual, such as "Employee of the Month," are rarely effective.

If you attach recognition to "real" accomplishments and goal achievement as negotiated in a
performance development planning meeting, you need to make sure the recognition meets the
above stated requirements. Supervisors must also apply the criteria consistently, so some
organisational oversight may be necessary.

People also like recognition that is random and that provides an element of surprise. If you thank
a manufacturing group every time they make customer deliveries on time with a lunch, gradually
the lunch becomes a "given" or an entitlement and is no longer rewarding.

In a certain organisation, the CEO traditionally bought lunch for all employees every Friday. Soon,
he had employees coming to him asking to be reimbursed for lunch if they ate lunch outside of the
company on a Friday. His goal of teambuilding turned into a "given" or an entitlement and he was
disappointed with the results.
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2.9.11 Negotiate to reduce conflict in teams

The diagram below shows a five-stage approach'® to negotiating to resolve conflict and
misunderstanding:

Open Bulld _
Discussion [y mﬁ“"ﬁ Understanding | MH"::““ Begin Mutual
of problems Brences 1 Point of View ensiveness | © Problem Selving

Step 1:0pen discussion of problems

During this stage, both parties should feel free to express any concerns that they have, without
fear of being ridiculed or judged. You can't expect to deal with your concerns if you don't discuss
them, regardless of relative importance. Communicate fully. This approach can be a long process.

Remember that you're setting the tone for any future meetings or transactions, so you want to
establish an environment of openness and honesty. This will also facilitate trust building with the
other party.

Step 2:1dentify differences

Imagine if a solution was not reached because you and the other party thought you had
incompatible goals but, in reality, you didn't. That's why it's so important to separate real from
perceived differences in opinion. Be prepared to explain the rationale behind your thinking so that
you and the other party can determine if you have different interests (a true conflict) or just
different ways of getting to the same result (perceived conflict).

Conflict arises from a difference in opinion or values. The cornerstone of dealing with conflict is
understanding the gaps between your desires and those of the other party. You need to do this
before you can bridge these gaps.

Step 3:Build understanding foint of view

You need to gain an understanding of the other party's needs and ensure s/he understands your
point of view. Conflict resolution technigues that focus on positive outcomes of conflict may help
you approach the issue from a more workable angle.

Here are some intervention techniques that you can use.

1 Try to understand the other person's point of view. Listen to him/her without
trying to think of what you'll say next. Focus on the other party, giving your full
attention;

1 Acknowledge that s/he has a point of view. Do this even if you disagree with it;

1 Use open body language. (Maintain eye contact, nod in agreement.) Physically
show your willingness to be reasonable and open to discussion. Whether you're
listening or speaking, you're still communicating silently with the other party
through your body language.

'8 http://strategis.ic.gc.ca/sc_mangb/stepstogrowth/engdoc/skills/skill-3-5.php
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1 Your audience responds more to what your body is doing than to what you are
saying so try to synchronise your actions with your words. Together they can
transmit your message much more clearly than each one can individually;

9 Initially focus on points where you and the other party agree. That way you
won't waste time discussing those points. Tell the other party which points you
agree with and why. Ask him/her to repeat the process for you.

Step 4:Reduce defensiveness

When someone triggers one of our emotional "hot buttons”, our instinctive response is to defend
ourselves by counterattacking. When we're defensive, it's difficult to see the situation objectively
— our logic is clouded by our emotions. This can create a vicious cycle of increasingly hostile
exchanges with one party trying to outdo the other.

Defensiveness can be detrimental to the relationship because the focus switches from common
goals to individual interests. There are several ways you can break the cycle of defensiveness:

Disengage: Back off for a bit;

Empathise: Express an understanding for the other side's view;

Inquire: Ask questions focusing on the situation, not on the people involved,;
Disclose: Use "I'" statements to tell the other party how you interpret things;
Depersonalise: Separate your identity from your tasks/work; you're not the
company, you're an official of the company.

=A =4 -8 -4 -

When challenged during negotiations, you'll probably feel personally attacked. Don't take things
personally. Minimise your defensiveness. Ensure that you don't lose your cool, and keep focused
on your goal: successfully negotiating an agreement.

Step 5:Begin mutual problem solving

The binding thread for all conflict management techniques is trust. If you have a good relationship
with the other party, both of you will want to work toward a mutually beneficial agreement.

Being patient, handling stress and controlling your emotions are essential to successful
negotiations. You should have a high tolerance for frustration and take whatever time is
necessary to reach an agreement. Long negotiations, tedious processes, conflict and unexpected
events will increase your stress level. Keep your emotions under control. It's healthy to express
how you feel, but don't let your emotions cloud your judgment or negatively affect your business
relationship with the other party.

Be flexible and creative
You should seek creative alternatives that benefit both the other party and you.

If you reach a roadblock, think "what else?" and you may be able to unleash previously
unexplored possibilities. Be flexible; don't reject the other's alternatives too quickly. Avoid the
desire to get everything and never give in. Admit that you don't know something or that you were
wrong. More specifically, the other party®’s
terms are the first negotiation step. Use the terms as a guide, not a step-by-step list over which to
haggle.
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Understand power and use it effectively

Even though you might perceive the other parties as powerful, you also have power. Power can
come from a variety of sources, such as:

Having a second-best option if you can't reach an agreement with the other party;
Seeking to establish a two-way communication;

Respecting the other party;

Probing for the reasons behind the other's position;

Looking for alternatives that benefit you both;

Using an agreed upon method for assessing the value of the proposal's elements.

=4 =4 =8 -8 -89

Don't place too much emphasis on only one or two of those sources of power. You should strive
to have a good balance of each.

2.9.12 Be flexible and creative

You should seek creative alternatives that benefit both the other party and you. If you reach a

roadblock, think "what else?" and you may be able to unleash previously unexplored possibilities.

Be flexible; don't reject the other's alternatives too quickly. Avoid the desire to get everything and

never give in. Admit that you don't know something or that you were wrong. More specifically, the

ot her party‘'s response to your proposal and your
step. Use the terms as a guide, not a step-by-step list over which to haggle.

Understand power and use it effectively

Even though you might perceive the other parties as powerful, you also have power. Power can
come from a variety of sources, such as:

Having a second-best option if you can't reach an agreement with the other party;
Seeking to establish a two-way communication;

Respecting the other party;

Probing for the reasons behind the other's position;

Looking for alternatives that benefit you both;

Using an agreed upon method for assessing the value of the proposal's elements.

= =4 =8 -8 -8 -9

Don't place too much emphasis on only one or two of those sources of power. You should strive
to have a good balance of each.

2.9.13 Disclose information effectively

When and how information is disclosed can make a difference to the results of a negotiation.
There are two main approaches to disclosing information:

1. Telling all
The first approach consists of telling everything without any interaction or pauses. The fact that
you're providing so much information when the other party has spent little effort asking for it might
seem suspicious and reduce the credibility of your information.

2. Slow reveal
The second approach involves more interaction with the other party. In fact, you disclose

information a few bits at a time.
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Because the other parties sense that they control the flow of the information, they may be more
confident about the reliability of the information. Disclosure should be a two-way, not a one-way,
process.

Be open to pauses in the conversation or silences.

Select areas of agreement and commit to these. It is important to follow through with negotiated
agreements. The very work of negotiation implies a commitment toward whatever outcome has
been decided. Developing a "plan of action” that spells out who is going to do what, where, when
and how is helpful. This plan is followed for a specified period of time, then evaluated at the end of
that time period. It may be necessary to change plans and goals along the way, depending on
how well the first draft met the shared needs of the individuals involved. However, the success of
any negotiated outcome depends on everyone's fullest cooperation and participation. Individuals
become reliable and trustworthy partners as a result.

1 Make clear agreements;
1 Check that all parties understand and confirm these agreements.

Record agreements

Once you have come to a final agreement, it is important that you have it down in writing along
with both parties' signature, for example in a Team Charter.

1 Ensure all parties have copies of the record of agreements.
Decide on follow up action and time frame

1 You might need to report outcomes to other stakeholders;
91 Decide on atime for implementation of the agreement.

2.10 Dealing with Demotivated People

However hard you try to prevent staff demotivation, you will not always succeed. Ways of dealing
with demotivated people depend on the situation. A personality clash between staff members
needs different treatment than demotivation caused by stress.

2.10.1 Identifying causes

Demotivation must first be analysed before you can do anything about it. It may be caused by

stress, emotional problems, or physical illness. Alternatively, there may be something wrong with

the job itself, or with the person‘s approach to
identify where the problem lies, and tailor the remedy to the cause, for example by arranging

secretarial help for someone who is overworked.

Assess the reasons for demotivation
before considering any action.

2.10.2 Encouraging teamwork

When two members of your staff seem to be constantly at loggerheads, masterly tact is usually
required to replace the element of confrontation with collaboration. One course of action is to
move the couple into a larger team, insisting that they co-operate with and not ignore each other.
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Another approach is to have the two people swap roles for a while so that they can gain an
understanding of & dfallelsefdild) separate thewea warking parties
permanently to avoid disrupting the work of the entire team.

Consider all the options before losing valued
team members!

2.10.3 Counselling staff members

To cope with the trauma that follows job loss, counselling has become more commonly available

in organisations, allowing workers to discuss their reactions to a difficult situation with an impartial
sympathetic listener. You might consider providing counselling as a service even to those whose
jobs are secure.

They may need to discuss workplace or personal problems that are causing them to feel
demotivated. |l deally, a person‘s counsellor wil
is no option but to use a counsellor who is also a member of staff, they must not have direct or

indirect responsibility for the work of the person who is being counselled. Remember that older or

more experienced staff members may prefer to talk with a counsellor of comparable age and

experience.

\‘3 Are you a good motivator?

~ad

s

Gauge your ability as a motivational manager by responding to the following statements, and
mark the options closest to your experience. Be as honest as you can.

1 = Never, 2 =0ccasionally, 3 =Frequently, 4 = Always
1 I try to persuade and influence staff rather than force them to do what | 112132
want.
2 | try to ensure that work is enjoyable for my staff.
3 | interview people who leave to find out their reasons for going.
4 I use my knowledge of non-verbal communication to influence discussions.
5 I am honest with my staff and keep them as informed as possible.
6 If I enquire into staff attitudes, | make a point of acting on what | find.
7 | apply Theory-Y management principles rather than Theory X.
8 | avoid office politics and discourage others from politicking.
9 | involve people in issues at the earliest possible opportunity.
10 | I give reasons for my actions and for any disagreements with people
11 | I seek consensus and encourage others to do the same.
12 | I react to failure not by blame but by analysis and correction.
13 | I seek a balance between firm control and giving people independence.
14 | I make conscious efforts to improve on my motivational skills.
15 | I change benchmarks to keep targets at stimulating heights.
16 | I revise the system in order to remove obstacles to performance.
17 | I'look at more than just financial results when assessing staff performance.
18 | I encourage people to be open about how much they and others are paid.
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19 | In appraisal interviews | request and receive appraisals of myself.

I get full, clear feedback from people whose behaviour | have had to

20 .
criticize.

21 | I organise work so that one person can own and complete an entire task.

22 | llook at assignments and moves as ways to develop people.

23 | | encourage people to act on their own initiatives.

24 | | delegate work that does not have to be done by me.

25 |I'f difficult —people decisionsll ar g

26 | | act to avert or settle disputes and personality clashes.

27 | I make changes only after full consultation with those affected.

28 | I thank people for good work face to face or by handwritten note.

29 | If I feel it is necessary, | bend the rules and avoid working by the book.

30 | I'look out for and move people who are not using their full potential.

31 | I seek opportunities for radical change and take them where possible.

32 | I reward, recognise and promote on merit alone.

2.11 Maximising performance

It is vital that all members of a team work together to maximise team performance. Give people
full responsibility for their jobs and empower them to execute and improve their own work in ways
that optimise their contribution to the entire team.

2.11.1 Awarding responsibility

The first duty of any person working in a team is to attend to their own job. However, to make a

team work together successfully, responsibility must go beyond the individual. Award your team

total responsibility for achieving its own goals. Create a sense of responsibility in each individual

so that they are happy to fulfil their allotted tasks to the best of their ability. Do this by delegating

tasks efficiently and monit or i rswell asahatrof the eeamras me mb e
a whole. In this way you will promote the sharing of responsibility among team members, and

encourage individuals to assist their colleagues and enhance the overall performance of the team.

Points to remember:

Each team member should be able to cover the role of at least one other member.
People should be given the responsibility to act on their own initiative within a team.

A large task will be better handled if the entire project is handed over to a team.
People need to be aware of where their own responsibilities begin and end.

Each team member needs to be encouraged to find their own best method of working.

Ok wNE

Acknowledge, publicise and celebrate all team
successes.

2.11.2 Sharing responsibility

Drawing up common aims and agreeing individual roles when a team is set up is only the
beginning of a process that has to last as long as the team does. A team must be responsible for
implementing their policies, monitoring progress and responding creatively and constructively
where action is falling short of objectives. It is also the responsibility of the team as a whole to
ensure that there is a free flow of communication among members — everybody needs to be kept
fully informed about progress and changes in policy.
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2.11.3 Ensuring peak performance

As team leader,yourr ol e is to facilitate your team‘s effi
responsibility for a number of different functions:

1. Ensuring that all the members of your team are aware of their responsibilities and are
challenged by their work.

2. Encouraging team members to contribute their best to both the team and the task in hand.

3. Overseeing the team's work practices to ensur
common end.

4. Assessing and setting team goals at the correct level to inspire continued motivation.

5. Making sure that any overlap between team and individual responsibilities does not result in
duplicated tasks.

2.11.4 Being flexible

Any team demands much of its members. While each member of the team has their own role and
responsibility, they should remain flexible and willing to adapt to change. Some manufacturing
groups require members to be able to fulfil ever
sharing aspects of your leadership role, and help team members by providing an assistant to

share or take over some of their duties. As the team develops and progresses, look at individual

roles, and modify them as and when the task requires it.

Never reject a team idea without explaining
why, frankly and fully.
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3. THETEETH OINDUSTRIARELATIONS

A business owner is expected to know where to access relevant legislation (labour, occupational
health and safety, the environment, trade constraints, financial framework, legal framework and
any other areas specific to the team, department or division) when required.

All legislation pertaining to the specific business should also be available to all employees within
the organisation. Most regulations and legislation are available on the Internet:

Labour regulations can be found on www.labour.gov.za;

Exchange Control regulations can be found on www.resbank.co.za;.

Financial regulations can be found on www.fsb.co.za;

Tax regulations can be found on www.sars.gov.za;

Wor kman‘s compensation r ewpw.\canpigavzas can be f ounoc

=A =4 =4 -4 =9

Most of the above websites also contain links to specific industry-related legislation.

When interpreting legislation, it is important for the manager to ensure that his team, business unit
or department is complying with the various legislations and statutory regulations that are
applicable.

Compliance is either a state of being in accordance with established guidelines, specifications, or
legislation or the process of becoming so.

Compliance in a regulatory context is a prevalent business concern, perhaps because of an ever-
increasing number of regulations and a fairly widespread lack of understanding about what is
required for a company to be in compliance with new legislation.

The six main pieces of labour legislation that regulate employment issues are'”:

The Labour Relations Act, 66, of 1995 (as amended);

The Basic Conditions Of Employment Act, 75, of 1997 (as amended);
Employment Equity Act, 55, of 1998;

Skills Development Act, 97 of 1998;

The Skills Development Levies Act;

The Protected Disclosures Act.

= =4 =8 -8 -8 9

3.1 The Labour Relations Act

The Labour Relations Act (LRA), which came into operation on 11 November 1996, aims to give
effect to everyone‘'s constitutional right to fai

The LRA confers on employees the right to join trade unions and on trade unions the right to
represent their members in all employment-related matters.

The LRA provides a framework within which employees can exercise their right to strike and
within which employers can exercise their right to lock out employees from the workplace.

But more importantly, the LRA confers on employees the right not to be unfairly dismissed and the
right not to be subjected to unfair labour practices by prescribing the grounds on which
employees' services can be terminated, as well as the procedures to be followed before dismissal
can be contemplated.

' The full text of these Acts can be found on www.labour.gov.za
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We can summarise the purpose of the LRA as follows:

1
1

Regulates the organisational rights of trade unions;

Promotes and facilitates collective bargaining at the workplace and at sectoral
level;

Regulates the right to strike and the recourse to lockout in conformity with the
Constitution;

Promotes employee patrticipation in decision-making through the establishment of
workplace forums;

Provides simple procedures for the resolution of labour disputes through
statutory conciliation, mediation and arbitration (for which purpose the
Commission for Conciliation, Mediation and Arbitration is established), and
through independent alternative dispute resolution services accredited for that
purpose;

Establishes the Labour Court and Labour Appeal Court as superior courts, with
exclusive jurisdiction to decide matters arising from the Act;

Provides for a simplified procedure for the registration of trade unions and
employers' organisations, and to provide for their regulation to ensure democratic
practices and proper financial control;

Gives effect to the public international law obligations of the Republic relating to
labour relations;

3.2 Workplace forum

General functions of a workplace forum

A workplace forum -

T

must seek to promote the interests of all employees in the workplace, whether or
not they are trade union members;

must seek to enhance efficiency in the workplace;
is entitled to be consulted by the employer, with a view to reaching consensus; and

is entitled to participate in joint decision-making.

Establishment of a workplace forum

T

A workplace forum may be established in any workplace in which an employer
employs more than 100 employees;

Any representative trade union may apply to the Commission in the prescribed
form for the establishment of a workplace forum.
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Specific matter®r consultation

Unless the matters for consultation are regulated by a collective agreement with the
representative trade union, a workplace forum is entitled to be consulted by the employer about
proposals relating to any of the following matters;

T

Restructuring the workplace, including the introduction of new technology and new
work methods;

Changes in the organisation of work;
Partial or total plant closures;

Mergers and transfers of ownership in so far as they have an impact on the
employees;

The dismissal of employees for reasons based on operational requirements;
exemptions from any collective agreement or any law;

Job grading;

Criteria for merit increases or the payment of discretionary bonuses;
Education and training;

Product development plans; and

Export promotion.

3.3 The Bsic Conditions of Employment Act

The Basic Conditions of Employment Act (BCEA) provides for minimum terms on which
employees must be employed in relation to such things as annual leave, sick leave, overtime and
daily and weekly maximum working hours.

The purpose of the BCEA can be summarised as follows:

T

)l
)l

Gives effect to the right to fair labour practices referred to in section 23(1) of the
Constitution by establishing and making provision for the regulation of basic
conditions of employment;

Complies with the obligations of the Republic as a member state of the
International Labour Organisation;

Provides for matters connected to labour practices;

Employee issues covered by the Act:

= =4 =4 -8 -8 9

Regulation of working time;

Leave;

Particulars of employment and remuneration;

Termination of employment;

Prohibition of employment of children and enforced labour;
Protection of employees against discrimination.
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Who is an employee?

What is the status of your employees? Are they employees, fixed term contractors, independent
contractors, temporary employees, or indeed, even probationers in disguise?

Firstly, it must be understood that this dilemma applies only to those persons who earn below the
threshold income of R115 572-00 per annum (BCEA section 83 A(2) .

There is as yet no definition of an employee or no presumption as to who is an employee in the
Basic Conditions of Employment Act or the Labour Relations Act, applicable to persons earning
more than the threshold amount.

There are, however, other tests such as the dominant impression test and other methods that can
be applied to determine whether a person of that category is an employee or not.

Persons earning below the threshold amount may, if necessary, approach the CCMA for an
advisory award as to whether that person is an employee or not. (see section 148 LRA); in other
words, to establish whether the relationship is a Contract of Employment or a Contract of Work.
(BCEA section 83 A(3).

3.3.1 Permanent employees

A person is employed on an indefinite basis, subject to a probationary period that is reasonable
(normally not more than 6 months). During probation, employment may be terminated, but the
reasons and procedures laid down by the Labour Relations Act of 1995 must be taken into
account.

3.3.2 Temporary employees

In this case the employer engages the employee for a fixed term or for a particular project. Upon
expiry of the fixed term or termination of the project, the contract may or may not be renewed.

9 The regular renewing of a fixed term contract can lead to an employee claiming
that he or she has a reasonable expectation of further renewal;

1 Not renewing a contract where there is such a reasonable expectation can be
regarded as unfair dismissal.

3.3.3 Temporary employment service (TES)

An alternative to employing people on a temporary basis is approaching a temporary employment
service (TES), formerly known as a labour broker. The labour that is required is employed by the
TES and the employer is regarded as the client.

The TES and the client are both liable for compliance with the Basic Conditions of Employment
Act (with regard to working hours, overtime, annual leave and sick leave), but as far as security
and termination of employment are concerned (protection against unfair dismissal and unfair
labour practices), the responsibility remains with the TES as the employe.

3.3.4 Casual employees
Since the Basic Conditions of Employment Act of 1997 became law, the concept of the casual
employee has virtually fallen away.

Any person who works for more than 24 hours per month enjoys the protection afforded by the
Act, namely working hours, overtime, meal intervals, etc. The employee may even qualify for
annual leave, sick leave, family responsibility leave and other benefits.

47



3.3.5 Independent contractors

The distinction between an independent contractor and an employee hinges on the following
issues:

1 Are the manner in which the person works and the hours of work subject to the
control or direction of another person?
Does the person form part of the organisation?
Has that person worked for that person or organisation for an average of at least
40 hours per month over the last three months?
Is there economic dependency?
Is the person provided with his or her tools of trade, or work equipment?
Does this person only work for or supply services to one person or organisation?
Does this person obtain at least 80% of his or her remuneration from one person or
organisation?

= =
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If one or more of these factors is present, a person who provides a service to you is presumed to
be an employee until the contrary is proven.

34TheCCMA

- .
CCMA

COMMISSION FOR CONCILIATION MEDIATION & ARBITRATION

3.4.1 Vision and mission of the CCMA
For ourselves we hold dear professionalism, integrity and service, and the value of sharing
trustworthy relationships.

For the CCMA, we hold ourselves accountable for sustaining our vibrant diverse community,
united by a thirst for learning and strengthened by self-discipline.

For the public we hold fast to our commitment to transforming labour relations by resolving
disputes fairly and sharing our knowledge widely.

For Africa we hold high the ideals of equity, social justice and shared prosperity.

3.4.2 CCMA Values

1 Integrity;

1 Non-discrimination, embracing diversity;
1 Maturity (openness);

9 Accountability (conscientiousness);

1 Service and teamwork.

3.4.3 Steps for disputes at the CCMA
Step 1:

If you have a labour problem, it is very important that you take steps immediately. In the case of
an unfair dismissal dispute, you have only 30 days from the date on which the dispute arose to
open a case. With discrimination cases, you have six months.
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Step 2:

If you have decided to lodge a dispute, you need to complete a CCMA case referral form, also
known as a LRA Form 7.11. These forms are available from the CCMA offices, DOL offices and
the CCMA website. (http://www.ccma.org.za).

Step 3:

Once you have completed the form, you need to ensure that a copy is delivered to the other party.
You must be able to prove that they received a copy.

Acceptable methods include faxing a copy (keep the fax transmission slip), sending it by
registered mail (keep the postal receipt), send it by courier (keep proof) or deliver in person (ask
the person receiving it to sign for it).

Step 4:

You do not need to bring the referral form to the CCMA in person. You may also fax the form or
post it. Make sure that a copy of the proof that the form had been served on the other party is also
enclosed.

Step 5:

The CCMA will inform both parties as to the date, time and venue of the first hearing.

Step 6:

Usually the first meeting is called a conciliation hearing.

Only the parties, trade union or employer organisation representatives (if a party to the dispute is
a member) and the CCMA Commissioner will attend. The purpose of the hearing is to reach an
agreement acceptable to both parties. Legal representation is not allowed.

Step 7:

If no agreement is reached, the Commissioner will issue a certificate to that effect. Depending on
the nature of the dispute, the case may be referred to the CCMA arbitration or the Labour Court
as a further step.

Step 8:

In order to have an arbitration hearing, you have to complete a request for arbitration form, also
called a LRA Form 7.13. A copy must be served on the other party (same as in step 3). Arbitration

should be applied for within three months from the date on which the Commissioner issued the
certificate.

Step 9:

Arbitration is a more formal process and evidence, including witnesses and documents, may be
necessary to prove your case. Parties may cross-examine each other. Legal representation may
be allowed. The commissioner will make a final and binding decision, called an arbitration award,
within 14 days.

Step 10:

If a party does not comply with the arbitration award, it may be made an order of the Labour
Court.
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3.4.4 Disputes

If you are an employee in dispute with your employer, or vice versa, over a matter such as:
1 Dismissal;
1 Wages and working conditions;

1 Workplace changes;
9 Or discrimination.

You may want to ask the CCMA to conciliate or even arbitrate your dispute.

A union or employers' organisation may also initiate this action. You do not need the other party's
consent before taking a matter to the CCMA.

Visit the CCMA website at www.ccma.org.za for more information

3.5 Empoyment Equity Act

The Employment Equity Act (EEA), which came into operation on 9 August 1999, provides for the
promotion of the constitutional right to equality, the elimination of unfair discrimination and the
implementation of employment equity in the workplace to address historical discrimination and to
achieve diversity in the workplace.

The EEA prohibits unfair discrimination and confers on employees and applicants for
employment the right to refer unfair discrimination disputes to the CCMA and thereafter the
Labour Court. The Labour Court may award unlimited compensation where it finds that an
employer has discriminated against an individual unfairly.

3.5.1 Purpose of the Acti Summarised:

To achieve equity in the workplace by:

1 promoting equal opportunity and fair treatment in employment through the
elimination of unfair discrimination; and

1 implementing affirmative action measures to redress the disadvantages in
employment experienced by designated groups, in order to ensure their equitable
representation in all occupational categories and levels in the workforce.

"Designated groups" means black people, women and people with disabilities;

"Black people" is a generic term which means Africans, Coloureds and Indians;

3.5.2 Prohibition of unfair discrimination:

No person may unfairly discriminate, directly or indirectly, against an employee, in any
employment policy or practice, on one or more grounds, including:

- race;

- gender /sex;

- pregnancy;

- marital status;

- family responsibility;

- ethnic or social origin;
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- colour;

- sexual orientation;
- age;

- disability;

- religion;

- HIV status;

- conscience;

- belief;

- political opinion;
- language;

- birth.

It is not unfair discrimination to:
1 take affirmative action measures consistent with the purpose of this Act; or

9 distinguish, exclude or prefer any person on the basis of an inherent requirement of
a job.

Harassment of an employee is a form of unfair discrimination and is prohibited on any one, or a
combination of grounds of unfair discrimination listed in subsection (1).

Take note: discrimination is not always unfair®

Section 6 of the Employment Equity Act (EEA) prohibits unfair discrimination against an employee
on arbitrary grounds, including race, sex, disability, age and many others.
In other words, certain types of discrimination can in fact be fair, according to the act.

For example, giving company cars to managers and not to other employees is discrimination but
is not unfair discrimination because the discrimination in this case is based on legitimate business
reasons and not on the employer's personal beliefs.

Employers and employees will not develop a clear understanding of the difference between unfair
and fair discrimination until they understand what the concept of "unfairness" means.

"Unfairness" occurs when an employer's conduct infringes the employee's entrenched rights, is
one-sided, unnecessary and/ or inappropriate under the circumstances.

Unfair discrimination can take many forms. For example, where an employee is unnecessarily
sidelined because he/she is disabled this could be unfair discrimination.

If an employee is sexually harassed this is a form of unfair discrimination based on sex.

If a worker is paid less than his/her colleagues because he is male or she is female this would
constitute prohibited gender discrimination.

If a job applicant is unsuccessful because he/she is white this could be found to be unfair on the
grounds of race.

For example in the case of Consolidated Billing v IMATU (1998, 8 BALR 1049), the employees
were turned down for internal appointments because they did not fit the desired racial profile.

Because the internal applicants had already been short-listed and were thus acknowledged to

have been suitably qualified for the job, the IMSSA arbitrator found that the failure to appoint the
employees to be unfair racial discrimination.
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Employment equity committees in the workplace:

An Employment Equity Committee is responsible for the monitoring of the implementation of
employment equity and the adoption of appropriate initiatives, policies and procedures on a
consultative basis. The Employment Equity Committee makes recommendations on procedures
for the effective implementation of the EE Policy.

3.6 Skills Development Act
The purposes of this Act are:

9 To develop the skills of the South African workforce:

- to improve the quality of life of workers, their prospects of work and labour
mobility;

- to improve productivity in the workplace and the competitiveness of employers;

- to promote self-employment; and

- to improve the delivery of social services.

1 Toincrease the levels of investment in education and training in the labour market
and to improve the return on that investment.

1 To encourage employers:

- to use the workplace as an active learning environment;

- to provide employees with the opportunities to acquire new skills;

- to provide opportunities for new entrants to the labour market to gain work
experience; and

- to employ persons who find it difficult to be employed.

1 To encourage workers to participate in learnership and other training programmes

1 To improve the employment prospects of persons previously disadvantaged by
unfair discrimination and to redress those disadvantages through training and
education

1 To ensure the quality of education and training in and for the workplace

9 To assist:

- work-seekers to find work;

- retrenched workers to re-enter the labour market;

- employers to find qualified employees.

I To provide and regulate employment services.

3.7 The Skills Development Levy Act

The Skills Development Act is designed to develop the skills of the South African workforce and
increase investment by employers in the education and training of their workforce. This is
achieved by way of the Skills Development Levies Act imposing on employers a levy equal to 1%
of their total wage bill, payable to the South African Revenue Services. Portions of this levy can
be recovered by the employer as a grant on meeting certain requirements set out in the Skills
Development Act and its regulations.
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The broad purposes of the Skills Development Act, No 97 of 1998, are to develop the skills of the
South African workforce, increase the levels of investment in education and training by both
employers and employees, improve employment prospects of persons previously disadvantaged,
ensure the quality of education and training in and for the workplace, assist work seekers to find
work and provide and regulate employment services. All provisions of the Act must be interpreted
to give effect to its purposes and those of the SAQA Act.

Claiming grants: general information

Employers who are up-to-date with the payment of the skills levy can claim skills grants from their
SETA. Their SETA is the one to which employers pay their levies.

Each SETA will decide the dates by which applications for grants must be made. They will let
employers know about these arrangements. Employers may also approach their SETA for
information.

Training providers and workers may also seek grants from a SETA. These grants may be given to
projects, programmes and research activities if they support the implementation of the sector
skills plan that each SETA has developed. Each SETA will publish details about the grants and
how to apply for them.

Grants
There are six types of grants that an employer might claim. These are:

a workplace skills grant;

a workplace skills implementation grant;

a grant towards the costs of learnerships and learner allowances;
a grant towards the costs of skills programmes;

a grant towards the costs of providing apprenticeship training; and

o0k wnhR

a grant towards a programme, project or research activity that helps the relevant SETA to
implement its sector skills plan.

The first two grants - for the submission of a workplace skills plan, and for a subsequent
implementation report on the training provided - MUST be paid by the relevant SETA as long as
an employer submits the application correctly on time. The Regulations refer to these as
mandatory grants. Mandatory grants are 50% of the levies paid for submission of both the WSP
and ATR.

The mandatory grant deadline - that is the submission of the WSP and ATR - is legislated as 30
June of each year.

The other grants are discretionary and a SETA MAY pay these. It will decide the grants it will pay
on the basis of the contribution that the skills development activities being proposed will contribute
to the implementation of the SETA's sector skills plan. For example, there may be a number of
requests for grants to support learnerships. If a choice has to be made between a number of
different applications for such grants, the SETA will make its decisions on the basis of the
priorities set out in its sector skills plan.

Each SETA will determine the amounts of all the other grants. Applications for these grants MUST
be made and approved by the SETA before any training or other activity starts.

The SETA's decide on the submission date for discretionary grant applications.
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3.8 Unemployment Insurance AdBemployment Insurance Contributions Act

The Unemployment Insurance Fund provides benefits for unemployed people and for the
dependants of deceased contributors (provided certain criteria are met). lllness and maternity
benefits are also paid. Revenues are obtained from the contributions of employees, their
employers and the Government.

Employers are liable to pay unemployment insurance fund contributions to a maximum amount of
1% of salaries (limited to a maximum monthly salary of R11 662.00).

3.9 The Protected Disclosure Act

The Act makes provision for procedures in terms of which employees in both the private and the
public sector may disclose information regarding unlawful or irregular conduct by their employers
or other employees in the employ of their employers. It also provides for the protection of
employees who make a disclosure which is protected in terms of this Act.

Criminal and other irregular conduct in organs of state and private bodies are detrimental to good,
effective, accountable and transparent governance in organs of state and open and good
corporate governance in private bodies and can endanger the economic stability of the Republic
and have the potential to cause social damage.

Neither the South African common law nor statutory law makes provision for mechanisms or
procedures in terms of which employees may, without fear of reprisals, disclose information
relating to suspected or alleged criminal or other irregular conduct by their employers, whether in
the private or the public sector.

Every employer and employee has a responsibility to disclose criminal and any other irregular
conduct in the workplace. Every employer has a responsibility to take all necessary steps to
ensure that employees who disclose such information are protected from any reprisals as a result
of such disclosure.

This Act aims to:

9 create a culture which will facilitate the disclosure of information by employees
relating to criminal and other irregular conduct in the workplace in a responsible
manner by providing comprehensive statutory guidelines for the disclosure of such
information and protection against any reprisals as a result of such disclosures;

9 promote the eradication of criminal and other irregular conduct in organs of state
and private bodies.

3.10 Occupational Health and Safety Act No. 85 of 1993

The Occupational Health and Safety Act (OHSA), which came into operation on 1 January 1994,
places an obligation on employers to reduce risks to health and safety in the workplace and
provides for the regulation and monitoring of workplaces in order to protect the health and safety
of employees and other persons in the workplace and in the use of plant and machinery.

In terms of the OHSA the chief executive officer of every employer is liable for contraventions of
the OHSA. Contraventions can result in criminal convictions, fines and/or imprisonment.

The maximum period of imprisonment, depending on the portion of the OHSA contravened can be
between one and two years.

The OHSA also obliges all employers to report accidents or incidents which occur in the
workplace.

54



3.11 Compensation for Occupational Injury and Disease Act 130 of 1993 (COIDA)

The Compensation for Occupational Injuries and Diseases Act provides a system of "no fault”
compensation for employees who are injured in accidents that arise out of and in the course of
their employment or who contract occupational diseases. The Act compels employers to insure
their employees against industrial accidents or illness that could result in death or disability. The
Act provides for the compulsory insurance cover of employees.

Workers are entitled to compensation if they are injured while working or contract any work-
related disease. The types of compensation paid to workers for injuries or diseases are: Medical
aid, temporary disablement, permanent disablement and fatalities.

Compensation claims for occupational injuries and diseases are calculated according to the
seriousness of the injury ordisease. | nj uri es or di seases caused
employer or another worker may result in increased compensation. Workers or their dependants
must submit claims for compensation to the Compensation Commissioner, their employer or the
relevant mutual association within 12 months of the injury or diagnosis of a disease, or the date of
death.

Environmental Legislation includes:

3.12 Constitution of the Republic of South Africa Act, 1996

South Africa is a unitary state with characteristics of a federal system in that it has nine provinces.
Every South African citizen over the age of eighteen years is entitled to vote.

The Constitution sets out in a Bill of Rights a number of fundamental rights and freedoms,
including the right to equal treatment and freedom from discrimination, the protection of property
rights and the freedoms of expression, association, religion, belief and opinion. These
fundamental rights and freedoms are however not absolute, and the Constitution provides for their
limitation in terms of law of general application to the extent that the limitation is reasonable and
justifiable in an open and democratic society based on human dignity, equality and freedom,
taking into account all relevant factors.

A Constitutional Court was established in terms of the Constitution. The Constitutional Court has
the final power to decide disputes regarding the Constitution and breaches of fundamental rights
and freedoms, although other courts may also grant constitutional relief. Only the Constitutional
Court may strike down legislation which contravenes the Constitution, and should a High Court
invalidate provincial or parliamentary legislation, the order of invalidity must be confirmed by the
Constitutional Court before it has any effect.

3.13 National Environmental Management Act, 1998

One of the objectives of the National Environmental Management Act is to co-ordinate
environmental functions exercised by organs of state. The National Environmental Management
Act is intended to integrate environmental management countrywide, by establishing principles to
serve as a general framework for environmental matters and providing guidelines for the
interpretation, administration and implementation of the National Environmental Management Act
and any other environmental law.

The Minister (at national level) and the MEC (at provincial level) are empowered to identify
activities that require environmental authorisation prior to commencement and/or geographical
areas in which specified activities may not be commenced without pre-authorisation, and are
empowered to make regulations in this regard. The creation of a "cradle to grave" obligation for
pollution or degradation of the environment is extremely important, together with methods of
enforcement.
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The National Environmental Management Act also creates the possibility of a class action against
any entity for potential or actual adverse consequences of a particular activity on the environment.

3.14 Environment Conservatiéwet, 1989

As determined in Schedule 4 of the Constitution of South Africa, 1996, the environment is a
concurrent function of the relevant national and provincial departments. For the national and
provincial environmental departments, a major role is to set specific regulatory norms and
standards for impact management and to ensure that individuals and organisations meet these.

The provisions deal with, amongst other incidental issues, protected natural environments, waste
management provisions, limited development areas, regulations on noise, vibration and shock,
general regulatory powers and various provisions relating to offences and penalties.

Trade and Trade Constraints Legislation includes:

3.15 Competition Act 89 or 1998

The purpose of this act is to provide for the establishment of a Competition Commission
responsible for the investigation, control and evaluation of restrictive practices, abuse of dominant
position, and mergers.

Also, for the establishment of a Competition Tribunal responsible to adjudicate such matters, and
for the establishment of a Competition Appeal Court.

3.16 Competition Second Amendment Act 39 or 2000

The purpose of the act is to amend the Competition Act, 1998, so as to define certain
expressions, and to amend certain definitions and to delete a definition.

3.17 Consumer Affairs (Unfair business practices) Act 71 or 1988

The purpose of the act is to provide for the prohibition or control of certain business practices.

3.18 Credit Agreements Act 75 of 1980

The purpose of the act is to protect consumers who buy goods on lease, hire- purchase or credit
and certain services on credit.

3.19 Expropriation (establishment of undertakings) Act 39 of 1951

The purpose of the act is to provide for the expropriation of land and the acquiring of the right to
use land temporarily.

3.20 National Supplies Procurement Act 89 of 1970

The purpose of the act is to empower the Minister of Economic Affairs to manufacture, produce,
acquire, hire or import goods.

3.21 Sale and Service Matters Act 25 of 1964

The purpose of the act is to provide for the control of the sale of goods and the rendering of
services and other incidental matters.

3.22 Prevention and Combating of Corrupt Activities Act

The Prevention and Combating of Corrupt Activities Act, which recently came into operation, is
destined to have a profound effect on life in general, and in particular the way business is
conducted, in the Republic of South Africa. The Act came into operation on 27 April 2004 (except
for section 34(2) which will come into operation on 31 July 2004) and completely replaced the
former Corruption Act.
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The Act is aimed at the prevention and combating of corruption and related activities committed in
South Africa and abroad and forms part of the State's legislative arsenal together with the
Prevention of Organised Crime Act, the Financial Intelligence Centre Act and the Protected
Disclosures Act.

The Act not only creates a general all-encompassing offence of corruption, but also criminalises
various specific activities which are corrupt or related to corruption. Other notable features of this
Act include its extra-territorial application, the creation of a blacklist for contract and tender
offenders, the creation of a framework for investigations into unexplained wealth and the
possession of property relating to corrupt activities, as well as the imposition of a duty on certain
persons in authority in both the public and private sector to report certain corrupt transactions.

3.23 Prevention of Organised Crime Act

This Act, which commenced in 1999, criminalises the management of and other activities relating
to organised crime, racketeering and gangsterism so as to enable the State to take action against
the leaders of criminal syndicates as well as parties assisting or benefiting from criminal
syndicates. Being involved in racketeering and money laundering are now criminal offences, as is
assisting anyone to benefit from the proceeds of unlawful activities or to acquire, use or have
possession of such proceeds. It is also a criminal offence for someone not to report a suspicion
that property or transactions relate to the proceeds of unlawful activities.

The penalties imposed are onerous, being a fine of up to R1 billion or up to life imprisonment for
being involved in racketeering activities, a fine of up to R100 million or up to thirty years
imprisonment for money laundering, assisting another to benefit from the proceeds of unlawful
activities or acquiring, possessing or using such proceeds, and a fine or up to fifteen years
imprisonment for failing to report a suspicion relating to the proceeds of unlawful activities. The
Act also provides for the confiscation of property derived from criminal activities and for restraint
orders to be placed on the use of such property.

While the constitutionality of certain provisions (for example regarding the admissibility of certain
evidence) could come under attack, this Act should significantly assist the State in its fight against
organised crime.

3.24 Promotion of Access to information Act, No. 2 of 2000

This Act enables individuals to obtain certain information or records in the possession or under
the control of a public institution (for example a Government department or municipality) or a
private body (like a company), subject to compliance with certain requirements. This gives effect
to the right of access to information guaranteed in terms of the Constitution. The Act (except for
certain sections) commenced with effect from 9 March 2001.

3.25 Occupational Health and Safety

All employers must —

provide and maintain a safe, healthy working environment;

ensure workers'" heal t;h and safety by
information;

instructions;

training;

supervision;

inform health and safety representatives of -

- incidents;

- inspections;
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- investigations;

- inquiries;

- Report Incidents to an inspector incidents in which -
people are killed, injured, or become ill;
dangerous substances are released; or
machinery fails or runs out of control.

3.26 The requirement of the LRA and Code of Good Practice regarding Dismissal

A dismissal is unfair if it is not effected for a fair reason and in accordance with a fair procedure,
even if it complies with any notice period in a contract of employment or in legislation governing
employment. Whether or not a dismissal is for a fair reason is determined by the facts of the case,
and the appropriateness of dismissal as a penalty. Whether or not the procedure is fair is
determined by referring to the guidelines set out below:

3.26.1 Fair reasons for dismissal

9 This Act recognises three grounds on which a termination of employment might be
legitimate. These are: the conduct of the employee, the capacity of the employee,
and the operational requirements of the employer's business;

1 This Act provides that a dismissal is automatically unfair if the reason for the
dismissal is one that amounts to an infringement of the fundamental rights of
employees and trade unions, or if the reason is one of those listed in section 187;

1 The reasons include participation in a lawful strike, intended or actual pregnancy
and acts of discrimination;

1 In cases where the dismissal is not automatically unfair, the employer must show
that the reason for dismissal is a reason related to the employee's conduct or
capacity, or is based on the operational requirements of the business. If the
employer fails to do that, or fails to prove that the dismissal was effected in
accordance with a fair procedure, the dismissal is unfair.

3.26.2 Fair procedure

1 Normally, the employer should conduct an investigation to determine whether there
are grounds for dismissal. This does not need to be a formal enquiry. The
employer should notify the employee of the allegations using a form and language
that the employee can reasonably understand. The employee should be allowed
the opportunity to state a case in response to the allegations;

1 The employee should be entitled to a reasonable time to prepare the response and
to the assistance of a trade union representative or fellow employee. After the
enquiry, the employer should communicate the decision taken, and preferably
furnish the employee with written notification of that decision;

91 Discipline against a trade union representative or an employee who is an office-
bearer or official of a trade union should not be instituted without first informing and
consulting the trade union;

1 If the employee is dismissed, the employee should be given the reason for
dismissal and reminded of any rights to refer the matter to a council with
jurisdiction or to the Commission or to any dispute resolution procedures
established in terms of a collective agreement;
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1 In exceptional circumstances, if the employer cannot reasonably be expected to
comply with these guidelines, the employer may dispense with pre-dismissal
procedures.

3.26.3 Disciplinary records

Employers should keep records for each employee specifying the nature of any disciplinary
transgressions, the actions taken by the employer and the reasons for the actions.

3.26.4 Dismissals and industrial action

Participation in a strike that does not comply with the provisions of Chapter IV is misconduct.
However, like any other act of misconduct, it does not always deserve dismissal. The substantive
fairness of dismissal in these circumstances must be determined in the light of the facts of the
case, including -

1 the seriousness of the contravention of this Act; attempts made to comply with this
Act; and

1 whether or not the strike was in response to unjustified conduct by the employer.

Prior to dismissal the employer should, at the earliest opportunity, contact a trade union official to
discuss the course of action it intends to adopt. The employer should issue an ultimatum in clear
and unambiguous terms that should state what is required of the employees and what sanction
will be imposed if they do not comply with the ultimatum. The employees should be allowed
sufficient time to reflect on the ultimatum and respond to it, either by complying with it or rejecting
it. If the employer cannot reasonably be expected to extend these steps to the employees in
guestion, the employer may dispense with them.

3.26.5 Guidelines in cases of dismissal for misconduct
Any person who is determining whether a dismissal for misconduct is unfair should consider —

1. whether or not the employee contravened a rule or standard regulating conduct in, or of
relevance to, the workplace; and

2. If arule or standard was contravened, whether or not -

the rule was a valid or reasonable rule or standard;

the employee was aware, or could reasonably be expected to have been aware, of
the rule or standard;

the rule or standard has been consistently applied by the employer; and

dismissal was an appropriate sanction for the contravention of the rule or standard.

= =4 = =4

3.26.6 Incapacity: Poor work performance

A newly hired employee may be placed on probation for a period that is reasonable given the
circumstances of the job. The period should be determined by the nature of the job, and the time it
takes to determine the employee's suitability for continued employment.

When appropriate, an employer should give an employee whatever evaluation, instruction,
training, guidance or counselling the employee requires to render satisfactory service. Dismissal
during the probationary period should be preceded by an opportunity for the employee to state a
case in response and to be assisted by a trade union representative or fellow employee.

After probation, an employee should not be dismissed for unsatisfactory performance unless the
employer has —
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1 given the employee appropriate evaluation, instruction, training, guidance or
counselling; and

1 after a reasonable period of time for improvement, the employee continues to
perform unsatisfactorily.

The procedure leading to dismissal should include an investigation to establish the reasons for the
unsatisfactory performance and the employer should consider other ways, short of dismissal, to
remedy the matter.

In the process, the employee should have the right to be heard and to be assisted by a trade
union representative or a fellow employee.

3.26.7 Guidelines in cases of dismissal for poor work performance

Any person determining whether a dismissal for poor work performance is unfair should consider;
1. whether or not the employee failed to meet a performance standard; and
2. if the employee did not meet a required performance standard whether or not —

1 the employee was aware, or could reasonably be expected to have been aware, of
the required performance standard,;

1 the employee was given a fair opportunity to meet the required performance
standard; and

1 dismissal was an appropriate sanction for not meeting the required performance
standard.

3.26.8 Incapacity: ill health or injury

Incapacity on the grounds of ill health or injury may be temporary or permanent. If an employee is
temporarily unable to work in these circumstances, the employer should investigate the extent of
the incapacity or the injury. If the employee is likely to be absent for a time that is unreasonably
long in the circumstances, the employer should investigate all the possible alternatives short of
dismissal.

When alternatives are considered, relevant factors might include the nature of the job, the period
of absence, the seriousness of the illness or injury and the possibility of securing a temporary
replacement for the ill or injured employee. In cases of permanent incapacity, the employer should
ascertain the possibility of securing alternative employment, or adapting the duties or work
circumstances of the employee to accommodate the employee's disability.

In the process of the investigation referred to in subsection (1) the employee | should be allowed
the opportunity to state a case in response and to be assisted by a trade union representative or
fellow employee.

The degree of incapacity is relevant to the fairness of any dismissal. The cause of the incapacity
may also be relevant. In the case of certain kinds of incapacity, for example alcoholism or drug
abuse, counselling and rehabilitation may be appropriate steps for an employer to consider.

Particular consideration should be given to employees who are injured at work or who are
incapacitated by work-related illness. The courts have indicated that the duty on the employer to
accommodate the incapacity of the employee is more onerous in these circumstances.

3.26.9 Guidelines in cases of dismissal arising from ill health or injury

Any person determining whether a dismissal arising from ill health or injury is unfair should
consider-
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1. whether or not the employee is capable of performing the work; and
2. if the employee is not capable -

the extent to which the employee is able to perform the work;

the extent to which the employee's work circumstances might be adapted to
accommodate disability, or, where this is not possible, the extent to which the
employee's duties might be adapted; and

1 the availability of any suitable alternative work.

1
1

The requirements of the LRA and Code of Good Practice regarding interviews.

Chapter Il of the LRA is very clear about the fact that employees and persons seeking
employment are not to be discriminated against and are not to be prevented from or prejudiced
because of belonging to a trade union or workplace forum. They may also not be prejudiced on
the grounds of information disclosed to another party.

The above requirements limit the types of questions an interviewer may ask an employee or
prospective employee during an interview, as many seemingly innocent questions could be
interpreted as discriminatory. It is therefore crucial that an interviewer prepare questions relating
to work specific criteria beforehand.

3.27 Implications of Compliance to the Employment Eagtity A
From the Act:

5. Chapter VIi General Provisions

5.1 State contracts: Section 53

Designated employers and employers who voluntarily comply with Chapter lll, who seek
to do business with any organ of state, will have to apply for a certificate from the
Minister confirming their compliance with Chapters Il and Il of the Act. Non-designated
empl oyer s’ compliance certificates wil/l p

3.27.1 Implications of non-compliance to the Employment Equity Act
From the Act:

4. Chapter Vi Monitoring, Enforcement and Legal Proceedings

4.1 Monitoring: Section 34

Employee or trade union representatives can monitor contraventions of the Act and report to
relevant bodies.

4.2 Powers of the Labour Inspector: Section 35

Labour Inspectors are authorised to conduct an inspection as provided for in sections 65
and 66 of the Basic Conditions of Employment Act.

4.3 Undertaking to Comply: Section 36

If the inspector has reasonable grounds to believe that a designated employer has failed to
comply with its obligations in terms of the Act, the inspector will obtain a written undertaking
to comply within a specified period.

4.4 Compliance Order: Section 37

If the designated employer refuses to comply with the written undertaking, the inspector will
issue an order to comply.

4.5 Review by Director-General: Section 43

The Director-General may conduct a review to determine whether an employer is complying
with the Act. On completion of the review, the Director-General may make recommendations
for compliance within certain time frames.
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4.6 Powers of the Labour Court: Section 50
The Labour Court has the powers to make any appropriate orders, award compensation,
or impose fines.

It is the responsibility of the manager in consultation with other stakeholders to ensure that the
organisation is in compliance with all the relevant legislation, legal documents and rules. Not
being in compliance could have a major impact on the organisation.

3.27.2 Measuring the degree of compliance

To measure the degree of compliance to legislation in the organisation, one of the first steps that
you can undertake would be to identify the company rules (policies and procedures) that would
illustrate compliance or non-compliance and then measure whether the rule is ensuring
compliance.

To illustrate the measuring of the degree of compliance, we will be using the Employment Equity
Act as an example:

From the Act:

3.9 Income Differentials : Section 27

A statement of remuneration and benefits received in each occupational category and level
of the workforce must be submitted by a designated employer to the Employment
Conditions Commission (ECC).

Where there are disproportionate income differentials, a designated employer must take
measures to reduce it progressively. Such measures may include collective bargaining,
compliance with sectoral determinations (section 51 of the Basic Conditions of Employment
Act); the application of norms and benchmarks recommended by the ECC, relevant
measures contained in skills development legislation, and any other appropriate steps.

3.27.3 From the Company Policy and Procedure manual:

COMPANY POLICIES

OVERTIME
Scope: All permanent male employees
Policy: Overtime will only be paid after a 45-hour shift is completed.

If management requires overtime, you will be paid for time worked. Please note that you will
not be paid for overtime that has not been approved by management.

From the above example it is clear that the company policy on Overtime is not in compliance with
the Employment Equity Act, as the policy only refers to male employees.

This example can then also be taken further:

Scenario:

A female employee challenges the above company policy on Overtime. The manager then
points out that only men are paid overtime, according to the company policy.

The guestion then arises: Is the female employee being victimised?
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From the Act:

4.7 Protection of Employee Rights: Section 51
The Act protects employees who exercise their rights and obligations under the Act against
victimisation, obstruction and undue influence.

Measuring t he compliance of company rules is an i mp
everyday tasks. Feedback should be given to the relevant stakeholders to ensure that the
company rules are compliant to all the relevant legislation.

The manager should also be measuring the compliance to company rules in his/her department,
section or division. It is important that the members of his/her team are complying with the
company‘s rul es.

3.27.4 Interpretation of Legal Documents

When interpreting a legal document of the company, the department or the team, it is imperative
that agreement over the interpretation is sought with another stakeholder. When interpreting a
legal document or contract, it is normally best to discuss your understanding and interpretation
with a person who has authority and knowledge over the legal document or contract, e.g.
employment contracts could be discussed with the relevant HR representative of the organisation.

The South African law of contract is in many respects similar to the English common law of
contract. There is no requirement that each party should give a consideration in order to form a
binding contract.

The basis of the contract in South African law is offer and acceptance. Save in prescribed
circumstances (e.g. the purchase of land) it is not necessary for a contract to be in writing.
However, it is always advisable, and indeed is the common practice, to ensure that contracts are
reduced to writing either by way of a formal contract or by an exchange of letters.

3.28 Contracts

A contract can exist in various forms:

1 in writing;
1 verbal;
I tacit;
1 implied.
Writing is a | egal requirement for certain contr

most cases an oral, tacit or implied contract is just as valid. A contract can come into existence
without a word being said and in such a case is referred to as a tacit contract. A typical example
would be where a person takes a newspaper from a vendor and offers money. A contract has
come into being.

3.28.1 Capacity

This requirement relates to the capacity of the parties to the contract. Whilst there are a number of
instances were a person may not have full contractual capacity, the one that is probably best
known is that of a minor.

1 Interms of common law persons under the age of 21 years are minors. However, as
marriage automatically changes a person
married persons, divorcees, widows and widowers, even if under the age of 21 years, have
full contractual capacity. The general rule regarding minors is that they have a limited
contractual capacity. This means that no obligations arise for the minor but obligations do
arise for the other contracting party if s/he is of full age. This limited capacity can be
supplemented by the consent of the guardian of the minor.

S stat
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The consent can be given before, during or after the contract. Where the consent is given
after the contract, it is referred to as ratification.

1 A person whose mind at the time of entering into the purported contract was such that s/he
could not understand the nature of the transaction because of his or her specific mental
illness or condition, is not bound by the contract because s/he did not have the requisite
capacity.

1 Drunkenness will invalidate the contract only if the person who entered into it could not
understand the provisions because of his or her state of inebriation. One must however
appreciate that the person will not be able to gain from the contract as a result of this
defence.

1 A person who has been sequestrated under the Insolvency Act may enter into contracts so
long as s/he does not purport to alienate any portion of his or her estate.

3.28.2 Discharge of Contract

The rights and obligations of the parties to a contract can be ended in a number of ways. While
each method may be driven by its own unique circumstances the end result remains the same,
the termination of the contract.

3.28.3 Completion of the Obligation

One method of termination is through the completion of the obligations of the parties concerned,
in accordance with the terms of the contract.

This performance and completion of an obligation is the usual way that contracts are discharged.
If there is a time fixed for performance of the contract, it must be concluded at or within that time.
Where no timeframe is set, completion within a reasonable time is required. What is reasonable
depends on the facts of the case in question. Where a particular mode of performance is
stipulated it must be observed, but if there are several different ways in this can be done, a person
may choose whichever is the more convenient to him or her.

The performance of the task may be the provision of a service as agreed between the parties to
the contract, or the payment of a debt within a given period. It sometimes happens that a debtor
owes several distinct sums to one person, and s/he then makes one payment in respect of one or
more of the amounts outstanding. In making payment the debtor can expressly or impliedly
intimate that it is in respect of a particular debt, otherwise the creditor may inform him or her that
s/he has decided how the payment will be appropriated. If no party makes an appropriation, the
law allocates the money according to a fixed "order of precedence". If a debit bears interest,
payment is made first to the interest and thereafter of the capital.

3.28.4 By Mutual Agreement

The parties to a contract, having entered into it by mutual agreement, may similarly bring it to an
end. Where both have obligations to perform, they may mutually agree to release each other. This
is sometimes described as waiver, and no particular formality is required to give up the contract.
The waiver may be oral even though the original contract was in writing. This of course does not
apply where the original written contract specifically provides that no addition to it will be of any
force or effect unless reduced to writing and signed by the parties.

3.28.5 Release

Where one party has performed all his or her obligations under a contract and is entitled to
performance by the other, he may release the latter from his or her obligations. While, in English
law "consideration" is required for a release, in South African law any reasonable cause for the
release is sufficient, and even generosity in itself would be acceptable.
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When debtor and creditor become the same person, the obligation is terminated. This would for
instance be the case where the lessee of a property becomes the owner and thus becomes both
lessor and lessee. As it is impossible to contract with yourself, the lease agreement is discharged
by merger.

3.28.6 Novation

Novation is the substitution of a new contract for an existing one. The parties to an investment
arrangement agree, for example, that instead of buying a house for R1 million, they will purchase
a hotel on offer for R10 million. There must be a clear intention to novate, otherwise both
contracts will be judged independently.

3.28.7 Compromise

Compromi se, according to Christie, (—The Law
agreement of disputed obligations. It is a form of novation, and involves a waiver of existing (or
claimed) rights. Compromise must be clearly proved by the party alleging it. A mandate to
negotiate in this way is generally included in a Power of Attorney which a client gives to his or her
legal advisors at the outset of proceedings. Compromise brings to an end the contract and acts as
an absolute bar to further proceedings.

3.28.8 Sequestration

The process of sequestering the estate of a person, or liquidating a company or close corporation,
does not automatically terminate all contracts to which they were party. Where no specific
provision is made for the type of contract in question in the Insolvency Act the trustee is vested
with the discretion to continue or terminate the agreement. This discretion is vested in the
trustee/curator as persons who are declared insolvent, or the directors of a company placed in
liquidation, are restricted from all further dealings with their estates or companies.

However, the final sequestration or liquidation will put an end to all prior debts as the resultant
closing of the estate or company will mean that these are now to be finally paid according to rules
determined by the Insolvency Act.

3.28.9 Death

The death of one of the parties does not as a general rule result in the ending of a contract, the
rights and obligations of that person passing to his or her executor. It is possible that, in making
the contract, the parties expressly or impliedly agree that it will come to an end on the death of
either or both. If there is no such agreement regard must be had to the nature of the contract.
Those of a personal nature are generally terminated by death.

Thus, while the death of an employee will put an end to an employment contract, the demise of
the employer will not (unless the services rendered were of a personal nature).

3.28.10 Breach of Contract

Parties enter into contracts for the purpose of having obligations performed, but in some cases
the obligations arising from the contract are not always fully appreciated and may thus not be
fulfilled. This is known as breach of contract and gives the innocent party the option to cancel, so
creating a further means whereby a contract may be discharged. State of mind (e.qg. fault or
intent) is not considered relevant. There are a number of ways in which a party can be considered
to be in breach of a contract:

late performance by the debtor (mora debitoris);
late performance by the creditor (mora creditoris);
repudiation;

prevention of performance;

defective performance.
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To determine whether the debtor is late in his or her performance it will be necessary to determine
when this is due. There are three possibilities:

1 time for performance is stipulated in the contract (mora ex re);

9 from the nature of the contract it is clear that although not stipulated time is of the
essence and performance must be on or before a given date. Alternatively there
should be no undue delay.

1 time for performance has not been determined in the contract and is not therefore
of the essence: here the debtor has to be given reasonable notice to perform (mora
ex persona).

In a case where the time for performance is stipulated, the contract is breached if the specified
date arrives and the debtor fails to perform. If there is a cancellation (lex commissoria) the creditor
is entitled to invoke it and cancel the contract, otherwise s/he may only cancel when time is of the
essence. Where no date for performance has been fixed by the parties in the contract the creditor
may place the debtor in mora by demand, giving him or her a reasonable time to perform, failing
which it will be regarded as a breach (mora ex persona). This entitles the creditor to cancel and
use the other remedies available on breach of contract.

Where the parties to a contract are required to perform simultaneously, or where the plaintiff is
obliged to perform before the defendant, the latter can raise the so-called exceptio non adinipleti
contractus if s/he is sued for an alleged breach of contract. By raising this defence the defendant
admits that s/he has not performed, but alleges that the plaintiff also has failed to do so - it is the
"exception of the unfulfilled contract".

A creditor is in breach if s/he should delay fulfilment of the debt when performance completion is
possible. This is also the case where the debtor offers to perform but the creditor refuses to
cooperate. It is a fundamental duty of the creditor to co-operate and his or her failure to do so
constitutes a breach of contract.

Breach of contract by repudiation is said to arise when one party, either expressly or by
implication, indicates that s/he does not intend to perform his or her obligations or, having
performed part thereof, does not propose to complete performance. In Hochster v de la Tour
(1853) the defendant agreed to employ the plaintiff as from 1 August, but before that date,
repudiated the agreement. The plaintiff immediately brought an action for damages, and it was
held that he was entitled to do so, and did not need to wait until the time for performance.
However, the innocent party may ignore the repudiation and wait for the day set for performance,
at which time, if the other persists in his or her refusal to perform, there will be a breach of
contract in the form of mora debitoris. Repudiation may be made by words or conduct, provided it
is clearly made.

The test of an intention being sufficiently evinced by conduct is whether the party repudiating has
acted in such a way as to lead a reasonable person to the conclusion that s/he does not intend to
fulfil his or her part of the contract.

If one party prevents the other from performing its obligations under a contract, it cannot say that
the second party has committed a breach. In such case the obligation is deemed to have been
(fictionally) fulfilled.

Ensuring Compliance with Legislation and Rules -
Legal documentation used in your organisation should be:

I correct;

9 current;

1 appropriate;

9 in compliance with all legal and statutory requirements for your organisation;
1 unambiguous;
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1 accurate;
1 developed by experts, when the legal document falls outside your own level of
authority or expertise;

3.29 Reporting Systems

Reporting systems should be in place according to the requirements of the legal document or the
company rules. Investigate these in your workplace, as they differ immensely from company to
company.

3.29.1 Communicate compliance issues

Compliance issues should be communicated to all relevant stakeholders to ensure compliance
with all the relevant legislations and company rules.

Manage the Areas of Non-Compliance.

It is the duty of the manager of a section, division or department to ensure that his team operates
within the compliance of all legislation, legal documents and company rules.

3.29.2 Process for managing areas of non-compliance

1 Identify possible areas where non-compliance is possible;

1 Examine the identified areas to determine if there is compliance or non-
compliance;

9 List appropriate corrective action;

1 Report the compliance / non-compliance to management for consideration.

Identify possible areas where fmampliance is possible

In order to identify the possible areas of hon-compliance, you need to understand what the
relevant legislations require from your section, division or department. List these requirements
and then investigate the possible relevant processes and procedures that your team are involved
in on a daily basis.

Examine the identified areas to determine if there is compliancecommiance
When examining the identified areas in your section, division or department use your members of
staff to find the relevant answers to your questions.

Should you find areas that are not compliant, ask them for possible solutions in order to become
compliant. Document your findings.

List appropriate corrective action

List the appropriate corrective action for areas where non-compliance is identified or where
compliance could be closer to the letter of the law.

Report the compliance / roompliance to management for consideration

A report on non-compliance / compliance with applicable legislation should be submitted to
management for consideration.

3.29.3 Legal documents

Various legal documents are relevant to the team or the department. It is important for the
manager to know about these legal documents and be able to find them for future usage. The
legal documents include:
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Relevant Internal Documents
1 Contracts, e.g. Contract of Employment;
1 Records, e.g. Personnel files.

External Statutory Documents, e.g. Workplace Skills Plan.

3.29.4 Statutory documents

Various rules are relevant to the team or the department. It is important for the manager to know
about these rules and be able to find it for future usage. The rules in the organisation are mostly
referred to in the policies and procedures of the organisation.

Policies and procedures would include:

 Human Resource Policies and Procedures;
1 Quality Policies and Procedures;
9 Trade and Customer Service Policies and Procedures.

Categorising and Filing Documents

The importance of maintaining a good filing system cannot be stressed enough. A well planned
filing system contributes significantly to the efficiency of the operation as well as the image of the
company. The sign of a good filing system is when you have the ability to answer the question
—Can | find what | want when it is needed?l

3.29.5 Categorising before filing

Filing is the placing of documents in folders in a pre-determined plan and one of the following
methods can be utilised:

1 Alphabetic systems group documents together by letters of the name. These
systems can be used for any volume of records;

1 Numeric filing refers to all systems in which documents are pre-numbered to
distinguish them from each other;

1 Geographic filing systems operate generally by province or country and then
alphabetically or numerically by account name or number;

1 Subject filing is the arranging of material by a given subject. It is filing by
description instead of by name or by number;

1 Chronologic filing is filing the documents by date order.

Each organisation will have its own methods of filing, but whatever system is used you should
take note of the following to ensure that you are giving the information enough space in which to
grow and planning the best way to identify information:

1 Afile drawer or shelf should be filed to no more than 90% of its capacity. Tightly
packed files slow filing and finding of the information;

1 All active files should have an index guide every 10-15 folders. Anything less
means the operator is wasting time pushing and pulling folders back and forth;

1 Folder tabs should be visible immediately upon opening the file. The tabs should

be of a uniform size and style in order that the efficiency of the system is not
reduced;
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9 There should be identification on the folder tabs and these should be typed rather
than handwritten;

1 You should not overload files. Standard folders are made to hold 25mm of material
and therefore, ideally there should be no more than 25 records in a folder or the
tab will slump down out of site;

1 Lever arch files should be identified along their spines with typed labels;

9 Files should be grouped together in areas of business e.g. finance,
correspondence etc to ensure that you can find it easily.

The large variety of filing equipment that may be used include vertical suspension cabinets, lateral
installations, computer data storage, etc.

It is important that the system used, has the following essential qualities:
1 It must be quick and simple to operate;
1 The equipment must be compact and should not take up too much office space;
1 The system must be capable of expansion or contraction;

9 The cabinets must be conveniently situated in the office and the information within
them easy to locate;

9 The most suitable form of classification must be used to cater for the size, volume
and nature of the correspondence to be filed;

T Only —divel correspondence sdheoaudllld fhbiel ehse | di
no longer required, should be removed or transferred to another cabinet which
need not be kept in the office (archiving);

9 It should be capable of safeguarding documents and in particular, confidential
information.

3.30Filing Checklist

The efficiency of a filing system depends not only upon use of the most suitable equipment and
method, but on the ability and reliability of the staff responsible for filing. The following checklist is
necessary to ensure complete accuracy and easy and quick access to all papers filed.

=

The papers have been passed for filing; i.e. they have been marked to indicate that they are
ready for filing.

You sort and group the papers before filing.

You have removed paper clips from correspondence.

You are placing the correspondence in the correct file.

The papers are placed squarely in the file so that the edges are straight and neat.

The correspondence is arranged in chronological order with the most recent on top.

A record is made if:

- adocument has to be removed from a file;

- afile has to be removed from a cabinet.

Your files are up to date by filing daily.

You use a cross reference when a file is known by more than one name, i.e. a reference to
the correct location is made in places where the file is not held.

NoOak®WN
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10. You are aware of your company‘s file retentio
11. You seek guidance when in doubt concerning the filing of non-classified papers and any
which are unclear.
12. You always close filing cabinet drawers after use.
13. You lock filing cabinets before leaving the office at night or for any length of time.
14. You seek to maintain the efficiency of the system and recommend modifications /
improvements to it as required.

3.30.1 Data filing and retrieval on the computer

Once somethingisst ored on the computer‘'s Hard Drive, Vyo
when you want to use it again. As soon as the data is copied back into memory, the data

reappears on your screen and you can modify it if you like.

In general, any data thatappear s on screen while you‘re using a
in memory. Should the system go off unexpectedly the information is usually still available and
you might be able to save it.

To avoid cluttering the memory with too much data and at the same time to ensure you save a
copy of it, data you are not immediately working with should be transferred to a storing device,
such as a CD (compact disc) or a designated hard drive for back-up purposes. The CD is for
long-term storage of data.

Make extra copies of data for safekeeping by copying from the computer hard drive to a CD, Stiffy
or Computer Tape. This way you ensure that your information is still available to you in the event
of your computer having a system malfunction. Archive datathaty ou don‘t use regul

3.30.2 Filing and disclosure requirements

Financial Documents

Copies of a company's annual financial statements and group annual financial statements (if any)
must be sent to the shareholders and debenture holders of the company not less than twenty-one
days before the date of the company's annual general meeting. Public companies and external
companies are required to file a copy of their annual financial statements with the Companies and
Intellectual Property Registration Office within six months from the end of their financial year.
Private companies are not required to do so, although the Second King Report on Corporate
Governance has recommended that the Companies Act be amended to require this. An external
company must also file a copy of its annual financial statements as prepared in terms of the
requirements of the jurisdiction in which it is incorporated. External companies can apply for
exemption from this and other requirements and such exemption is fairly readily granted.

Staf Records

In terms of the Basic Conditions of Employment Act, every employer must keep a record
containing at least the following information —

1 the employee's name and occupation;

9 the time worked by each employee;

9 the remuneration paid to each employee;

1 the date of birth of any employee under 18 years of age; and

9 any other prescribed information.
Such a record must be kept by the employer for a period of three years from the date of the last
entry in the record. No person may make a false entry in a record. An employer who keeps a

record in terms of this section is not required to keep any other record of time worked and
remuneration paid as required by any other employment law.

70



3.30.3 Recommendations for employee recordkeeping

1
1

1

=a =4

=a =

Review applicable laws with regard to required records;

Review employment application forms, evaluation forms, and other similar
documents to be sure they are non-discriminatory;

Review with supervisors the kind of disciplinary documentation which should be
maintained in all employee files;

Know to what extent state laws mandates employee access to personnel files and
establish a system for controlling such access;

Do not disclose information on employees except to those who have a legitimate
need to know the information;

Do not discuss charges or complaints against individual employees with more
people than absolutely necessary;

Get consent before disclosure where possible;

Have one person responsible for all disclosures to ensure consistency of
treatment;

Provide "neutral” references for former employees;

Maintain adequate security over all employment records.

3.30.4 Personnel file contents

Section 1 Application Details

=4 =4 =4 -84 _9_9_9_9_-9

Application for employment form;

Employee CV;

Employee 1.D. document or permanent residency (Photostat);
Employee driver's license (Photostat);

Interviewing Notes;

Interview Correspondence;

Offer of Employment;

Employee Acceptance;

Employee Orientation Checklist;

Employee Contact Numbers, Address and next of kin.

Section 2 Salary Details

E R W

Employee Salary Advice;

IRP5 forms;

IRP2 forms;

UIF Card;

Monthly salary advices

Complaints of indebtedness (Garnishee Orders);

Stop Order and other salary deduction authorization forms;
Retirement Fund and Medical Aid membership forms;
Beneficiary forms.

Section 3 Leave Record

E R

Leave schedules;
Annual;
Compassionate;
Sick;

Study;

Family Responsibility;
Shop Steward Leave;
Other.
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Section 4 Performance and Development
9 Position Descriptions;
1 Training records, including Formal Training Plans;
1 Performance Plans;
1 Performance Ratings.

Section 5 Disciplinary Procedures

Pending personnel actions, awards recommendations, etc.
Disciplinary/adverse action backup materials;

Disciplinary File Documentation Checklist.

1
1
1

Objective: To
action.
1

provide a clear audit trail of all actions taken and leading up to a formal disciplinary

Copies of notice of proposed action;

Employee response (or notation that no written response made);
Summary of response when made
representative’'s signat wmdum), as
Notice of decision and reasoning behind decision.

Supporting documentation such as:

witness statements;

affidavits;

documents;

investigative reports or extracts of them;

pertinent regulations;

personnel actions;

reports on personal interviews/group meetings;

Evidence of delivery of notice letters;

Completed case sheets, with all items filled in (noting "N/A" if
necessary).

Section 6 Grievance Procedures

Objective: To provide a clear audit trail on all actions taken and leading up to a final decision on
each grievance. This checklist applies to both negotiated and administrative grievances.

= =4 -8 -8 -9 E R N

Written grievance;

Designation of representative;

Witness statements;

Memos on discussions with grievant/supervisor/rep/witnesses;
All Grievance forms and Notices;

Chairperson (all levels) report of findings and recommendations;
Union letter invoking dispute to CCMA or Council;

Request for arbitration or application to Labour Court (Memos regarding meetings
with union to select arbitrator/schedule arbitration, etc.)

Brief;

Arbitration notes;

Post-hearing brief;

Arbitrat or *s or Labour Court deci si

Record of implement at i on of arbitrator

S
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9 Other supporting documentation such as:
- Applicable regulations;
- Official documents (e.g., performance plans, performance ratings);
- Documentation regarding requests for and approval of
extensions/waivers of any steps in the process.

3.30.5 Medical information

NOTE: Medical documentation, including injury compensation forms, suitability and/or security
information should not be maintained in this folder. Other official folders must be established for
this purpose.
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4. EMPOWERMENHROUGHELEGATION

EFFECTIVE DELEGATION:
First, humbly making yourself a reputation for being a genius!
Second, surround yourself with partners who are better than you are!
Third, leave them to get on with it!

David Ogilvy b. 1911
Ogilvy & Mather

Empowerment means you have freedom to act,
it also means you are accountable for results!

4.1 Save Time by Delegating
ilf you delegate a big sharienatfe sy otua swaowek ttiomey,o u
charged with pas®ing the buck?0o

Delegation is an essential ingredient of good management and often the only way that a manager
will keep his/her head above water.

I't*s true that the ot he robexactyayyouwouldthavaandtheg mighh ot d
even overlook detail that you attach great value to, but you have to trust them to do the job almost

as well as you could. That‘s what delegation is
Delegation of tasks and authority

It is impractical for the manager to handle all of the work of the department directly. In order to
meet the organisation's goals, focus on objectives, and ensure that all work is accomplished,
managers must delegate authority.

Authority is the legitimate power of a manager to direct subordinates to take action within
the scope of the manager's position. By extension, this power, or a part thereof, is delegated
and used in the name of a manager.

Delegation is the downward transfer of formal authority from superior to subordinate. The
employee is empowered to act for the manager, while the manager remains accountable for the
outcome. Delegation of authority is a person-to-person relationship requiring trust, commitment,
and contracting between the manager and the employee.

The manager assists in developing employees in order to strengthen the organisation. He or she
gives up the authority to make decisions that are best made by subordinates. This means that the
manager allows subordinates the freedom to make mistakes and learn from them. He or she does
not supervise subordinates' decision-making, but allows them the opportunity to develop their own
skills. The manager lets subordinates know that he or she is willing to help, but not willing to do
their jobs for them. The manager is not convinced that the best way for employees to learn is by
telling them how to solve a problem. This results in those subordinates becoming dependent on
the manager. The manager allows employees the opportunity to achieve and be credited for it.

An organisation's most valuable resource is its people. By empowering employees who perform
delegated jobs with the authority to manage those jobs, managers free themselves to manage
more effectively. Successfully training future managers means delegating authority.

18 Bittel, Lester R. & John W. Newstrom
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This gives employees the concrete skills, experience, and the resulting confidence to develop
themselves for higher positions. Delegation provides better managers and a higher degree of
efficiency. Thus, collective effort, resulting in the organisation's growth, is dependent on
delegation of authority.

4.2 Responsibility and Accountability

Equally important to authority is the idea that when an employee is given responsibility for a job,
he or she must also be given the degree of authority necessary to carry it out. Thus, for effective
delegation, the authority granted to an employee must equal the assigned responsibility.

Upon accepting the delegated task, the employee has incurred an obligation to perform the
assigned work and to properly utilise the granted authority.

Responsibility is the obligation to do assigned tasks. The individual employee is responsible for
being proficient at his or her job. The manager is responsible for what employees do or fail to do,
as well as for the resources under their control. Thus, responsibility is an integral part of a
manager's authority.

Responsibilities fall into two categories: individual and organisational. Employees have individual
responsibilities to be proficient in their job. They are responsible for their actions. Nobody gives or
delegates individual responsibilities. Employees assume them when they accept a position in the
organisation. Organisational responsibilities refer to collective organisational accountability and
include how well departments perform their work. For example, the supervisor is responsible for
all the tasks assigned to his or her department, as directed by the manager.

When someone is responsible for something, he or she is liable, or accountable to a superior, for
the outcome. Thus, accountability flows upward in the organisation. All are held accountable for
their personal, individual conduct.

Accountability is answering for the result of one's actions or omissions. It is the reckoning,
wherein one answers for his or her actions and accepts the consequences, good or bad.
Accountability establishes reasons, motives and importance for actions in the eyes of managers
and employees alike. Accountability is the final act in the establishment of one's credibility. It is
important to remember that accountability results in rewards for good performance, as well as
discipline for poor performance.

4.3 The Delegation Process

The delegation process has five phases: (1) preparing, (2) planning, (3) discussing, (4) auditing,
and (5) appreciating.

The first step in delegating is to identify what should and should not be delegated:

The manager should delegate any task that a subordinate performs better;

Tasks least critical to the performance of the manager's job can be delegated;
Any task that provides valuable experience for subordinates should be delegated,;
The manager can delegate the tasks that he or she dislikes the most;

The manager should not delegate any task that would violate a confidence.

= =4 =8 -8 9

Preparing includes:
1 Establishing the objectives of the delegation;

1 Specifying the task that needs to be accomplished;
1 Deciding who should accomplish it.
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Planning consists of:

1 Meeting with the chosen subordinate to describe the task and to ask the
subordinate to devise a plan of action. As Andrew Carnegie once said, "The secret
of success is not in doing your own work but in recognising the right man to do it";

9 Trust between the manager and employee - that both will fulfil the commitment - is
most important.

Discussing includes:

1 Reviewing the objectives of the task;

1 Reviewing the subordinate's plan of action;

9 Discussing any potential obstacles, and ways to avoid or deal with these obstacles.
The manager should clarify and solicit feedback as to the employee's understanding.
Clarifications needed for delegation include:

T The desired results (—whatll, not —howl)

1 Guidelines;

1 Resources available;

1 Consequences (good and bad).
Delegation is similar to contracting between the manager and employee regarding how and
when the work will be completed (see Team Charter). The standards and time frames are
discussed and agreed upon. The employee should know exactly what is expected and how the

task will be evaluated.

Auditing is monitoring the progress of the delegation and making adjustments in response to
unforeseen problems.

Appreciating is accepting the completed task and acknowledging the subordinate's efforts.

Steps in Delegating

Y —» [—-—7 —p—[—r
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4.4 Checklist to ensure Successful Delegation

Check:

Do my subordinates understand why this needs to be done?
Do my subordinates understand what they are expected to do?
Do they know the date by which it must be completed?

Do they know what authority they have to make decisions?

Do they know which problems must be referred back to me?
Do they know which progress reports they must produce?

©COoNooUhA~WONME

Are they aware of the resources and help available to get the work done?
Do they know the budget available (if relevant)?
Do they know the precise form of the final report or recommendation to be submitted?

4.5 Tasks Managers should Retain

As a manager, you should delegate as many of the lower-level operational tasks as possible. But
you cannot delegate such areas as, for example, strategic planning, occasional crisis
management, and sensitive matters such as salaries and promotion.

Alwavs be aware of those tasks that vou absolutely cannot deleaate!

Tasks that you cannot delegate include key areas such as controlling overall performance, and
confidential human resources matters — how people are rewarded, appraised, promoted,
informed, coached and counselled. You may also need to manage all dealings with important
customers. Make these tasks your priority and ensure that you allocate ample time to them.

Start considerina possible deleaates when plannina the tasks to be donel!

Tasks Managers should Retain

Responsibilities

Factors to Consider

Leadership
Providing the drive and stewardship for a
project or an organisation.

A leadership task is one that is essential for leading a
group or project to success. Because of its importance
to control, it cannot usually be delegated to a subordinate
but can be shared with one or two senior colleagues.

Reward
Setting and maintaining parameters for
salaries and bonus schemes.

The setting of general and individual levels of pay and
other remuneration is so basic to motivation that it clearly
falls within the manager ‘ys
significant non-financial rewards.

Control
Achieving optimum performance in
working environment.

Day-to-day working discipline, accurate systems, quality
procedures, and efficient execution do not have to be the
manager ‘s oper at i o mpandibility fars k
seeing that controls are effective cannot be delegated.

Personnel
Controlling human resource matters,
conduct, and discipline.

The manager must take a close interest in staff careers
and performance, personally conducting reviews and
appraisals and taking sensitive and confidential decisions
on promotions, reviews, hirings, and dismissals.

Key Customers
Maintaining key relationships that rely on
personal and social skills.

The continued success of a business is closely tied to
continued good relationships with key customers. The
manager must never endanger these relationships by
delegating ultimate responsibility for these contacts.
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Strategy
Establishing key targets and the means
of fulfilling them.

Planning for the future (short-, medium-, and long-term)
is a task that must be originated and led from the top, but
which depends for full success on enlisting committed
contributions from all levels of the team.

Communications
Ensuring the efficient internal transfer of
information.

Making sure that good channels of communication exist
and are used continuously cannot be delegated. The
manager ensures that on both a personal and group
level, a smooth flow of relevant information | maintained.

Results
Assessing outcomes and the application
of lessons learned.

The manager sets the goals, in agreement with all staff,
and monitors the successful progress towards these
goals. When any targets are endangered, the manager
steps in and immediately acts to improve the situation.
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5. TIMEMANAGEMENT

5.1 The number one reason for time management problems

Everyone at sometimes feels burned out on the job or with life in general. Sometimes a variation,

such as a new car, hobby, promotion or even serious illness, will revitalise a person and lessen

the feeling of serious burnout. The exercise can give you an objective appraisal of your degree of
burnout IF you answer it honestly. There are no wrong or right answers; and only you know if your
answers are accurate and honest! Once you have determined the burnout score, consult the

general discussion of what different scores may indicate and decide if any behaviour change is
needed in your I|ife, but don‘t make any major
friends, co-workers or even a counsellor first. Wait a week and take the test again if you

contemplate any substantial action.

33 How often do you have any of the following experiences?

~

Please use the following scale:

1 2 3 4 5 6 7
Never | Once in a while Rarely | Sometimes Often Usually Always

Items Experiences Score

1 Being tired

2 Feeling depressed

3 Having a good day

4 Being physically exhausted

5 Being emotionally exhausted

6 Being happy

7 Being —wiped outl

8 —Can‘t take it anymor e

9 Being unhappy

10 Feeling run-down

11 Feeling trapped

12 Feeling worthless

13 Being weary

14 Being troubled

15 Feeling disillusioned and resentful

16 Being weak and susceptible to illness

17 Feeling hopeless

18 Feeling rejected

19 Feeling optimistic

20 Feeling energetic

21 Feeling anxious

COMPUTATION OF SCORE:

Add the values you wrote next to the following items:
1,2,4,5,7,8,9,10,11,12,13, M, 15,16, 17, 18,21

Add values you wrote next to the following items:

3,6,19, 20 i B)
Subtract B from 32 ................ ©
AddAand C ...l (D)
Divide Dby 21 ......................  Thisis your burnout score
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The Task:
Compute your burnout score by completing the preceding questionnaire. You can use it to
determine how you feel about your work or your life, either today or in general.

What the score means:
Of the thousands who responded to this self-diagnosis instrument, none scored either 1 or 7.

The reason is obvious. It is unlikely that anyone would be in a state of eternal euphoria implied by
a score of 1, and it is unlikely that someone who scored 7 would be able to cope with the world
well enough to participate in a burnout workshop or a research project.

Score Diagnoses

You are doing well. Going over your score sheet to be
sure you have been honest in your responses.

Would be wise to examine your work life, evaluate
priorities and consider possible changes.

You are experiencing burnout to the extent that it is
mandatory that you do something about it.

Higher than 5 An acute state and need immediate help. Now!!

Between 2 and 3

Between 3 and 4

Higher than 4

(Source:Adapted from Ayala Pines (PhD) and EIlliot Al
Sales and Marketing Management (4 February 1989) p 38).

12 Simple Steps Business Owners Can Take to Avoid Burnout (By Susan Martin).

Many people experience burnout at some point in their lives. Business owners and the self-
employed are even more likely to fall prey to burnout because the buck stops with them. If you

feel as i f you‘re starting to burn out here are

1. Take care of #1. I f you‘re run down, you"'l/ b
eat right, exercise and de-stress on a regular basis.

2. Make the time to do nothing! We al/l need to t

keep pushing yourself. Keep regular business hours and take breaks during your work day.
Make sure to schedule intime offandvac at i ons on a regul ar basis.
fresh outlook and perspective.

3.  Get back in touch with the things you value. Is your work fulfilling and meaningful for you? If

not , check in with your values. Wh a tWha needs s s i n
to be eliminated? What are you merely tolerating? Re-assess and re-adjust your priorities
as needed. I f you work for yourself, you're i

honouring what's important for you.

4.  Think out of the box and challenge yourself consistently. If work has become a chore or
you‘re in a rut, try spicing things up a bit!
new products or services to add to your offering, improve performance, or tweak what you
do best and make it even better.

5. Establish realistic expectations for what you can and cannot accomplish. If you find that
you‘'re driving yourself or your employees to
expectations and readjust. Shorten your to-do list, give yourself some slack when needed
and know when to let up on yourself and others.
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10.

11.

12.

Learn how to communicate clearly. Resol ve <con
what you expect from them, and ask them what they expect from you. Be clear and concise

with what you say, and how you say it. Listen closely to the people around you, it will teach

them to listen closely to you.

Manage your time. Poor time management is another thing we do that leads to burnout. Set
regular business hours. Make appointments with yourself to get things done — and keep
them! Being on time counts, show up promptly for appointments and expect others to do the
same.

Stop blaming yourself or ot her s. | f you're |
p e r h agtise to re-evaluate your attitude. Blaming yourself or others for things that have
gone wrong doesn‘t help. What does? Learn fr

ensure that you get the results you want the next time.

Value yourself by establishing boundaries and limits. Learn how to do it in a way that clear
and consistent. Don‘t give away too much of
procedures. Be wupfront with what's acceptable

Deal with your emotions. Keeping your feelings inside usually leads to trouble. If you are
feeling any kind of negative emotion, don‘t d
feelings, be up front with them; and deal with the underlying causes.

Laugh, smile and enjoy the ride! Life is too short to worry and be serious all the time. Find
ways to make your work fun and enjoyable.

rrassed to ask for help. Every
can‘t do ever hi ng tp askfriendslorf assoc@tesnfor helpboehirad r ai ¢
professional when needed.

Don'‘t f eel e mb a
yt

5.2 Time = Planning

Planning is a crucial part of getting a job done effectively and efficiently. Planning describes what
is to be done and how it is to be done.

If any one of the people in the supply chain does not do his/her job on time or well, it causes
frustration, effort and delays for the others who depend on his/her input. Therefore time
management is a crucial part of getting the job done, too.

If there are not adequate resources (e.g. the delivery vehicle or photocopier keeps on breaking
down, or the files are out of stock), the job will also not be completed on time.

As the business unit manager you have to make sure that all the elements of effective planning
are implemented. You have to:

Forecast possible outcomes;

Set objectives;

Break a job up into smaller tasks;

Review the skills of individual members;

Allocate responsibility to individual members;

Allocate and monitor the resources required to complete the job;
Manage time effectively.

E R ]

This will ensure that wasteful activities are reduced and will establish objectives or standards that
facilitate control, whi ch is another i mportant part of a m
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The management skills that are required throughout the work process can be depicted as
follows (note how many direct and indirect references there are to time throughout 1 in bold
print):

SKILL

OBJECTIVE

PLAN

Forecast

Predict the future based on current and
past experience.

Set objectives

Formulate goals in specific, measurable,
achievable and realistic terms.

Draw up an action plan

Identify all important activities necessary to
achieving the objectives.

Determine time and sequence needed to

Schedule
complete each step.
Determine all resources (monetary,
Budget human, etc.) needed to carry out the action
plan.
. Determine guidelines to deal with
Policy .
recurring problems.
Rules Compulsory guidelines that have to be
followed.
Standardised steps that ensure that
Procedures regular work is always carried out in the
same way.

Identify tasks, responsible people, priorities

2. ORGANISE and duration of jobs.

3. IMPLEMENT Put the plan into action.

Monitor to see if plan is on track; modify
and adapt if not.

As a leader there should be continuous
involvement and interaction.

4. CONTROL

5. LEAD

We are going to be focusing mainly on planning and time management, although all the
management skills mentioned above come into play in all the phases of the work process.

5.2.1 Planning

The different kinds of plans in an organisation form a hierarchy, as in the diagram below:

J—

Top _J
management
/ Strategic Plans \
Middle ] / Tactical Plans \ Tactical
management
Lowerlevel | Singleuse Standing Operational
management plans plans plans
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5.2.2 Strategic or long-term plans

A strategic plan is a written statement of guidelines and decisions that have come about as a
result of the strategic planning process. Because the environment is constantly changing (interest
rates, exchange rate, new markets, etc.), strategic planning is a continuous process. Therefore
the strategic plan needs to be constantly revised and adapted.

Strategic plans are formulated by top management and focus on the organisation as a whole.
They include the organisatitermgoals.vi si on and mi ssi

9 Strategic plans are long-term, usually one to more than five years (However, in
times of change or instability, organisations will focus on shorter terms, sometimes
as short as six months);

1 They consider threats and opportunities in a changing environment;

f They consider the organisat.ion
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5.2.3 Tactical, intermediate or functional plans:

Tactical planning deals mainly with the functional areas in an organisation, such as marketing,
human resources and finance and is the responsibility of middle management. Tactical plans
focusonthemedium-t er m speci fics of achieving the organi

Tactical plans are concerned with issues, such as:
Resource allocation;

Time issues;

Human resource commitments;
Marketing;

Finance;

Purchasing.

S

5.2.4 Operational or short-term plans

Middle and lower-level management formulate the operational plans, which focus on carrying out
the tactical plans. They are short-term (monthly, weekly, daily) and very specific.

There are two kinds of operational plans:

1 Single-use plans, which are for once-off activities to be completed within a fixed
period, for example a project or programme and its related budget;

i Standing plans are plans which remain the same for long periods of time, for
example policies, rules, standard procedures and methods

Steps to effective planning:

Step 1:
Consider opportunities— take into account needs, strengths and weaknesses.

Step 2:
Set objectives- where we want to be, what we want to achieve and when we want to achieve it.
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Goals or objectives should:

Relate to the needs of the organisation;

Be written down to be used as a measure of performance;

Be specific and clearly stated so that they are understandable;

Be measurable or quantifiable, i.e. time, money, or units;

Be achievable and realistic, yet offer something to strive for;

Have a time limit;

Take into account opportunities and threats and changing conditions;

Be prioritised;

Be a joint effort, as this leads to greater commitment on the part of all involved in;
achieving the goals.

E R N

Step 3:
Examine various courses of action- which ones will be most effective in terms of the goal?

Step 4:
Draw up an action plan.

Step 5:
Schedule the activities.

Step 6:
Draw up budgets- set-up costs, operating costs, expenditure for capital equipment, etc.

Step 7:
Establish policies, procedures and rules.

What are policies?
Policies are directives issued by top management. Their purpose is to provide direction in
decision-making, so that there is uniformity of action.

Policies:
9 Can be changed to suit the changing environment, but are generally standing

plans;
Serve as precedents;
Provide stability and reduce confusion and conflict, as people know exactly what is
expected of them;
1 Encourage managers to make decisions independently, as they know the

parameters within which they operate.

= =4

What are rules?
Rules are final and definite guidelines. They are very specific about what action is to be taken,
whereas policies may allow the manager to use his/her on discretion.

What are procedures?
A procedure is a detailed description of the steps to be taken to accomplish a job. It outlines the
step-by-step actions needed to perform a specific task.

Procedures:

Emphasise detail;

Are used as training tools;

Are used as control checklists;

Standardise methods of performing specific jobs;

Assist management in quality control;

Are the benchmark or norm against which work can be measured.

= =4 =8 -8 -8 9
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If an organisation has Standard Operating Procedures (SOPs), there is no ambiguity or confusion
about how to do a specific job and training new recruits becomes so much easier. They will also
have no doubt as to whether they are reaching the required level of performance.

5.2.5 Planning tools

The following planning tools will help you to plan effectively, so that you leave very little to
chance:

1 Forecasting;
1 Budgeting (discussed in previous module — Finance);
9 Scheduling (discussed in previous module — Finance);

Forecasting

A forecast is a projection of conditions expected to prevail in the future by making use of
both past and present information.

Before any day-to-day planning can take place, forecasting is necessary. Forecasting identifies
factors that could provide opportunities or pose threats to the organisation or team in the future.
Once you have completed the forecasting, planning can take place to see how best to achieve the
team's goal s.

Areas of forecasting:

Sales or revenue forecasting

If you are in a sales environment, you would need to predict future sales in order to plan your

team‘'s goal s. Even if your team is not directly

know what financial resources will be available.
Technological forecasting

You must be able to anticipate the impact of technological innovations (cellular phones, the
I nternet, etc.) on your team‘'s performance and

Resource forecasting

You must be able to project your team's future
information resources.

Economic forecasting

How are fluctuations in the inflation rate, the exchange rate, interest rates, etc. going to influence
the organisation and, ultimately, the team?

Market forecasting

Will there be a change in market conditions? Who will be our competitors? Will we be able to
increase our market share?

Cutting costs

Save time;

Increase output;

Spend wisely;

Utilise space more effectively;

= =4 -4
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1 Stock (inventory) control;
1 Obtain buy-in from team members:
- Communicate and involve everyone in the cost-cutting initiative;
- Be specific about how costs affect the team and how the team can
benefit from cutting costs;
- Set specific goals; reduce everything to numbers or percentages;
- Getteam members to participate in finding solutions;
- Train members where necessary;
- Report on topress. Kee@msooresStimpulate competitiveness
and self-motivation.

5.2.6 Reduce wastage
There are seven major forms of waste™®:
1. Waste of overproduction

The waste of overproduction is the most serious of all the wastes because it is the root of most

otherwas t e s . Overproduction i s makncnags etlloo nfunceh aadrm
make exactly what is required, just-in-time at the right quality. Overproduction discourages a

smooth flow of goods or services. Making products or working in waves negatively influences

gual ity and productivity. By contrast, a smooth
is much easier to manage.

2. Waste of waiting

The waste of waiting occurs whenever time is not being used effectively. Time is an important
element of competitiveness, as it impacts on flexibility and delivery. When people are waiting for
work, searching for parts, watching machines, or simply waiting for something to do, it is waste.
In a factory, any time that materials or components are not moving (or when non-value adding
activities are performed) is waste.

A bottleneck operation that is waiting for work is the worst form of waste. As Eliyahu Goldratt has
pointed out in his books —an hbor fthbestwhol a ploan
that time and resulting output is lost by the whole system.

3. Waste of transporting

Customers do not pay to have goods moved around (unless they have hired a removal servicel).
So any movement of materials, parts, etc. is waste. It is a waste that can never be fully
eliminated, but it is also a waste that over time should be continually reduced.

The number of transport and material handling operations is also directly proportional to the
likelihood of damage and deterioration. Double handling is therefore a waste that affects
productivity and quality.

4. Waste of unnecessary processing

Thinking in terms of one big machine instead of several smaller ones discourages operator
—ownershipll and | eads chine asgongeas mossible (totreocover therbig toste ma
investment) rather than only when needed. It also often leads to poor layout, which leads to extra
transportation and poor communication. So the ideal is to use the smallest machine, capable of
producing the required quality and placed at point of use.

19 As originally defined by Taiichi Ohno
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Unnecessary processing also refers to machines and processes that are not capable of
consistently producing high quality and yield.

5. Waste of unnecessary inventory

Although having no inventory is a goal that can only be attained in certain cases, inventory is the
number one enemy of delivery, quality, performance and productivity. This is because inventory
tends to increase lead-time, prevents rapid identification of problems and increases space,
thereby affecting effective communication. The true cost of unneeded inventory is in excess of
monetary costs.

6. Waste of unnecessary motions

Designing and organising the workplace for ergonomics and making work easy impacts on quality
and productivity. If operators have to stretch, bend, pick-up, move in order to see better, or in any
way unduly exert themselves, not only is work not easy for them but productivity is affected
negatively.

7. Waste of defects

Last, but not least, is the waste of defects. Defects cost money and therefore impacts the "bottom

line" directly. A defect should be regarded as a challenge - as an opportunity to improve, rather

than something to be traded off against what is ultimately poor management. That a defect, any

defectti s a waste has much in common with the uncomj

Save time bv analvsina and correctina wastaae

5.2.7 Identify time wasters

Waste of materials handling

9 The transport distance and frequency of shipment should be minimised;
1 The number of steps walked on the job should be minimised;
9 Transporting and loading creates waste.

Support activities are necessary in any manufacturing process, but such non-value adding
activities as materials handling should be minimised. While working on a job and simultaneously
thinking of wasteful activities, it is possible to find many opportunities for reducing handling of
material.

Waste of walking

Walking itself does not add value;

Many machine operators have to walk. Is this also waste? Of course, but it is
possible to reduce waste by cutting the distance walked from 10m or 5m to 3m.
Therefore the real work rate will increase.

)l
)l

Waste of waiting

1 Waste is created by waiting due to late deliveries of materials and unexpected
equipment downtime.
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Waste of watchg

1 Monitoring automated machines is a waste;

1 Some operators say "Without watching, rejects will be produced”. With effort,
rejects can be prevented. The kind of equipment that produces rejects if
unmonitored, will produce rejects when monitored. Adapt the machine so that
rejects will not be produced, even in the absence of monitoring.

Waste of breakdowns

1 The elimination of equipment abuse can eliminate unplanned breakdowns and the
associated waste.

Waste of meetings

Unnecessary meetings / discussions should be eliminated;

Once rejects are produced, meetings are necessary. By doing daily maintenance
aimed at preventing rejects, they will be avoided and meetings become
unnecessary.

)l
)l

5.2.8 Scheduling

What is scheduling?
Scheduling is an integral part of putting a plan into action. It establishes a time sequence by
arranging when each step of the plan can take place.

Guidelines for scheduling:

Divide all the activities and tasks into steps.

Define the purpose of each step, state what is required to perform it and what the expected
results will be.

Note the sequence of steps and whether time can be saved by the overlapping of activities.
Decide who is responsible for each step.

Determine what resources are needed for each step.

Estimate the time needed to complete each step.

Set specific dates for the completion of various steps.

Use planning tools, such as calendars, to-do lists, diaries, computer software programs,
charts and boards.

9. Beflexible.

N

0N O W

Barriers to effective planning:

1. Lack of environmental knowledge - the manager assumes that conditions will remain the
same and doesn‘t take changes in technology, ¢
account;

2. Lack of organisational knowledge - the manager does not have a clear understanding of
anorganisaton* s goals and strategy and does nhot see
division, section) ties in with the overall strategy;

3. No goals- managers often do not have clear goals for their sub-unit.

4. There are many reasons for this: for example, they are too busy with the day-to-day running

of their unit, or they do not have confidence
goals, or perhaps they fear failure. Whatever the reason, a lack of goals is a surefire recipe
for failure;
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5. Resistancetochange-ei t her on the manager ‘s part, as <cf
from the team members, leading the manager not to implement his/her plans for fear of
—r ocking the boatl;

6. Expensive and time-consuming - it takes time and effort from many people to set up a
planning system and make it work. Implementing new systems is often expensive in the initial
stages.

How to overcome the barriers to effective planning:

1 Top management should be seen to be involved;

1 Management should be flexible enough to adjust unworkable plans;

1 Employees at all levels should be involved in the planning process to some extent,
particularly line and functional managers who have to carry out the plans;

1 Plans initiated at the top should be clearly communicated to all employees involved

in carrying them out;

Plans must be constantly updated and revised;

Have contingency (emergency) plans in place, so that you are not caught by

surprise and end up making hasty decisions.

=a =4

5.3 The importance of time management to the manager amgahesation

According to Peter F. Drucker®®, —There is one (more) major fact
problem, every decision, every action.. an addit:
to consider both the presentand thelong-r ange f ut ur e. |

Headdst hat, —The time di mension is inherent in man
concerned with decisions for action. And action is always aimed at results in the future. Anybody

whose responsibility it is to act —rather than just to know- operates into the future ... mana g-e men't
almostalone-has to | ive in both present and future.. mi

successful and profitable in the present — or else there will be no enterprise left to enjoy in the
future.

It must simultaneously make the enterprise capable of growing and prospering, or at least of
surviving in the future- otherwise it has fallen down on its responsibility of keeping resources
productive and uni mpaired, and has destroyed cap

Drucker concludes by sayi prgsentresdlth boweverdimegtlg r * s act i
determines future results, his action on future results- research expenditures, for instance, or plant
investment-pr of oundly influences visible present resu

5.3.1 Time management tools : individual

The bad news is that for most of us most of our days are disorderly and disorganised, with
constant interruptions and unexpected demands. However, the good news is that this means that
there is vast room for improvement, so that even small reforms can make a big difference and
yield good rewards.

5.3.2 Effective time usage techniques

Effective time management is an integral part of the whole work process, from establishing
objectives to controlling and monitoring performance.

According to Peter F. Drucker®®, —Ther e i s ofaceorifeveoyrmanagement o r
problem, every decision, every action.. an addit]
to consider both the presentand thelong-r ange f ut ur e. |

%0 peter F. Drucker. 1963. The Practice of Management. pp. 11&12
% peter F. Drucker. 1963. The Practice of Management. pp. 11&12
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He adds that, —The time di mension is iimsherent in
concerned with decisions for action. And action is always aimed at results in the future. Anybody

whose responsibility it is to act —rather than justtoknow-oper at es into the -futurt
almostalone-has to | ive i n bot ranagemensneust keepathe éntefpuse ur e ... m
successful and profitable in the present — or else there will be no enterprise left to enjoy in the

future.

It must simultaneously make the enterprise capable of growing and prospering, or at least of
surviving in the future- otherwise it has fallen down on its responsibility of keeping resources

productive and uni mpaired, and has destroyed cap
Drucker concludes by saying, —The manager ‘s acti
determines future results, his action on future results- research expenditures, for instance, or plant

investment-pr of oundly influences visible present resu

That is why it is essential that you, as the manager, lead your team to use time effectively and
productively.

We have already seenhowyoucansave ti me by delsdgvadlookaghowyoow | et
can save time by analysing and correcting wastage:

5.3.3 Identify time wasters

Waste of materials handling

1 The transport distance and frequency of shipment should be minimised;
1 The number of steps walked on the job should be minimised;
9 Transporting and loading creates waste.

Support activities are necessary in any manufacturing process, but such non-value adding
activities as materials handling should be minimised. While working on a job and simultaneously
thinking of wasteful activities, it is possible to find many opportunities for reducing handling of
material.

Waste of walking

1 Walking itself does not add value;

1 Many machine operators have to walk. Is this also waste? Of course, but it is
possible to reduce waste by cutting the distance walked from 10m or 5m to 3m.
Therefore the real work rate will increase.

Waste of waiting

1 Waste is created by waiting due to late deliveries of materials and unexpected
equipment downtime.

Waste of watching

Monitoring automated machines is a waste.

Some operators say "Without watching, rejects will be produced". With effort,
rejects can.

1 The kind of equipment that produces rejects if unmonitored, will produce rejects
when monitored. Adapt the machine so that rejects will not be produced, even in
the absence of monitoring.

1
1
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Waste of breakdowns

1 The elimination of equipment abuse can eliminate unplanned breakdowns and the
associated waste.

Waste of meetings

1 Unnecessary meetings / discussions should be eliminated;

1 Once rejects are produced, meetings are necessary. By doing daily maintenance
aimed at preventing rejects, they will be avoided and meetings become
unnecessary.

Waste of searching

1 By cleaning and organising the workplace, unnecessary searching will be
eliminated.

5.3.4 Eliminate time wasters

1.  Separate activities into those that add immediate value for the customer and those that do
not.

2.  Eliminate, simplify, reduce non-value adding steps.

3.  Simplify or reschedule any activity that delays a value adding activity.

4 Identify activities, particularly non-value adding activities that can be done in parallel with

the sequence of value adding activities.

Identify what preparations can be made before the main sequence of value adding steps is

initiated so as to avoid delays (e.g. preparing paper work, getting machines ready).

Improve staff flexibility so as to allow several tasks to be done by one person.

Devolve decision-making power to the point of use. Deal with routine decisions on the spot.

Identify what to do to provide a "one-stop" service to customers.

Identify possible delays due to problems and how to minimise them.

0. Make information available to make the value adding sequence more continuous (use a

common data base).

11. Tryto do as much processing as possible at the point where the data originates.

12. Try to make every value adding step continuous with the last value adding step without
interruptions for waiting, queuing or for procedures which assist the company but not the
customer.

o1

HO®XNO

5.4 How to manage time more systematically

Step 1:

Accept that you wil!/l have to divide your time at
ti mel. Private time is that time you devote to W
devote to the company of others (personally or on the telephone).

Step 2:

Calculate how much time you need to spend on personal and public time. Keep a time log for at
least two weeks.
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A basic time log looks much like a daily diary, and in fact you can keep your log in your diary:

Activity Minutes spent
Writing budget report 120 min
Team meeting 15 min
Phone calls 10 + 5+ 15 = 30 min
Chatting to colleagues 3+9+ 11+ 12+ 10 = 45 min
Smoke breaks 5+5+5+7+13+5+5+5+5+15+5 = 75 minutes
Mentoring 30 minutes
Dealing with short-term crises 20+15+8+50 = 93 minutes
Thinking/ planning 45 minutes
Handling interruptions 5+ 17+3+2+3 = 30 minutes
Research on the Internet 40 minutes

At the end of each day you add up the total amount of time spent on each activity, watching out
for patterns of time wastage and patterns of good time usage. You can add another column in
which you rate how well you think your time was spent. 100% if an activity was very useful, down
to 0% if you think it was a total waste of time. Remember to log all activities (surfing the Internet,
chatting to a colleague, going downstairs for a smoke break, etc.)

Once you have kept your time log for approximately a month, you can use your calculator to
assess how much time you need, on average, for:

91 Private work, thinking, writing, planning, etc.
1 Meetings;
1 Telephoning;
1 Emergencies.
Step 3:
Drawupafit-wo o | i st and prioritise:
Draw up a random master listo f al | activities that you have to

started work onthemandcross t hem out once you've finished.

Transfer items from the master listtoyourd a i | yd ofot :Break major projects up into their
constituent parts, -dmpdlt tliimg @amyt laectd aoyn'ss t-htad s h o
project can start. See if any of the jobs can be delegated to others. See which jobs can be
eliminated. Transfer a reasonadmollle Iniusmb.er of | obs

Rank the tasks you have to do in the order of their real importance. Rank them as three-star, two-
star or one-star according to the following criteria:

1. Three-st ar activities are ando'igrmetdh aatt ec anrn octr ilkktd ¢
hours, also any major project scheduled for that day, as well as any unpleasant or stressful
task, such as disciplining or even dismissing a subordinate.

2. Two-star activities are tasks which need to be completed quite soon, but not necessarily on
that day.

3. One-star activities are low priority and routine tasks, such as responding to unimportant
letters and phone calls, etc.
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When transferring items from the master list, do not put more than four three-star items on your
dai l-go k-t loi st. The r eanthonersthratems.vfiydu try tdblead dach day with too
many three-stars, you will soon give up in frustration, as it is not possible to accomplish more than
a few top priority projects in a day.

Start working on the first three-star job and stay with it until it is completed. Next, take number two

and don‘t go any further udtanuniberthtee andso cnolfigypul et ed .
can‘t complete everything on schedule, don‘t wor
important things without getting distracted by items of lesser importance.

Reducing interruptions:

Telephone calls:

When you make the call, phone during lunch hours, so that you can leave a message. When
others are calling and you want to end the call, say that you have another call waiting, or knock
loudly on your desk, or complain about a bad connection and cut yourself off. If you can get
someone else to answer the phone for you, do it.

The unexpectiad)(vdsopor :

Set time limits from the outset. Reserve a period every few days during which you can meet
visitors and ask the drop-in visitor to come back then. Tell the visitor politely but firmly as soon as
you have ascertained that someone else can handle their problem/query better. Invent a meeting
and cut the visit short. Ask the visitor to put it in writing. Go to his/her office later; you can choose
when to end the meeting.

Queries:

If subordinates constantly seek clarification of due dates, decisions, advice or information,
chances are that you have not been communicating effectively. Therefore, to save time, make
sure that your message comes across clearly the first time.

Crises:
If almost every interruption is due to an emergency, investigate whether you can do something to
prevent them, otherwise draw the matter to the attention of your superiors.

Time management tip:

Are you a day or a night person? Determine when you are at your most alert and then
reserve your most complex and creative tasks for that time, carrying out the more
mechanical and boring tasks during your less alert periods.

5.5 Distractions

5.5.1 Do it now

Do you spend a lot of time looking for things? Research tells us that the average person spends
about 10% of the day looking for documents. If that were so, you could gain 5 weeks a year just
by getting your retrieval methods under control!

Handle the little things that reduce concentration and cause anxiety: the clutter on your desk, the
incomplete jobs. This is the opposite of prioritizing.

Do the quick and dirty tasks NOW! The crises in our lives are often the result of not handling the
little things or not reacting to a niggling feeling that something is wrong. Ignore the little toothache
and you wind up with a root canal.

Handle the worst first. We create more stress and anxiety, and waste more time and energy, over
the things we least like to do. Why not just do them.
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Try the salami technique. Break things down into small steps and get started. That is how we eat
an elephant, one bite at a time.

5.5.2 Dump

This will take some practice and a hard-nosed approach if you have a tendency to hang on to
stuff. If throwing it out is too difficult, give it away, or ask someone else to throw it out for you.

5.5.3 Delay

Occasionally we have legitimate delays. We are waiting for somebody else to get us information
or complete a task. However, if you have deadlines, passondeadlines t o ot hers as w
someone el se' s | a-cirtkuitybrdgadlireani ng short

5.5.4 Delegate

Don't waste your time doing things that somebody
better than you. Save your time for those things which you are uniquely qualified to do.

5.6 Guidelines for keeping a piece of paper

Am 1 going to need to refer to this later?
YES: File it
NO: Recycle it

Do | have a digital copy that will suffice?
YES: Recycle it
NO: File it

Is it directly related to me or will someone else have a copy that | can refer to?
YES: Recycle it
NO: File it

Do I need to keep this for legal reasons?
YES: File it
NO: Recycle it

Does it fit in my filing system?
YES: File it

NO: Recycle it

If | file it, will | be able to find it?

YES: File it
NO: Recycle it

5.7 Efficient diarkeeping

1 Remember: a diary is ANY document or tool that you use to keep record of your activities;
it can be a little black book that you keep in your pocket, or it can be a sophisticated
computer programme;

T I f vy o ndarbeok, use a pencil as appointments get rescheduled regularly;

 Starr ate your appointdmént § s & stariagpaininmersmettode
moved and one-star appointments being much less important;

9 Decode your scribbles when you have a free moment. Rewrite them neatly, as you will not
remember in a week's ti me;
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1 Estimate endings. Diary entries usually show when meetings begin, but very few specify
when they will end. Leave ten to fifteen minutes open between meetings in case they
overrun.

T Make up your mind fast: Be decisive without
—nol ; not —maybel or —I “ 11 seel . ;

1T Be specific about ti me: Don‘t promise to do
and prioritise. When Gabriel callsyoutoask i f he can come and see
—any timell When he does pop in, it*'s at an
full attention, and neither does the job you
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