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COPYRIGHT WAIVER

In order to provide cost effective training, Learning tials has
provided a copyright waiver with respect to this training .

This is limited to purchasers of the video pac W/ing More

With Less. Duplicates of any material contain In may not

be resold. Itis purely for the purpose of st within the ‘

company purchasing the training pack

Consultants who buy the program to t freelance basis ar
not allowed to sell copies of this Material {0 participants in traini
courses. However, they may iCate whatever portions ar

necessary provided these a rticipants.

r's Guide and the Workb be
purchased from Learni septials.

Extra copies of both the

Es

If thigi€ondition of purchase isfreafhed, legal action may be taken,
esulting in fines for an indivi f up'to $50,000 and fines for a

any of up to $250,0

&

RESTRIC
The vid y e copied, edited, reproduced in any
way Wi Xpress prior written jon of Learning
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INTRODUCTION

In the public and private sector alike the pressures ieve More
With Less are increasing daily.

Enterprises have been restructured and downsi eaVing fewer
people to achieve results. Investors, whether i lic or private
domain, demand greater returns. The exp f customers
continue to increase.

The pressure is well and truly on! No so many employee

every level, perhaps most of all sdpervisors, feel beleaguered a V
er levels of productivity

besieged. How can we achiey,
mers? How can we

costs and enhanced value f
t shows how a numberQ

More With Less?
This is the subject of
p supervisors and wagk teams Achieve

principles can be a
More With Less.
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In smaller companies, everyone knows what's going on. It's easier to
make things happen and get things done. People take more
responsibility. Employees identify more with the company and with
each other — this often results in employees having a sense of
themselves and others in their workplace as being s of “one big
happy family”.

Small companies have more “soul”. Or so it se

its of e gloyees and

pany traits good thing

opting qualities Iike%

ks at ways in which
introduce this more people- work-enhancing
identifying seven key conéepts, Seven Basics, whic
change your thlnklng a r workplace around.

Whether or not this is actually true, the be
employers sharing this view of small co
demonstrable, and that makes these
to aim for, whatever size our enterpris
helps us Achieve More With Less

We all need to feel , that our efforts
are getting us s ith Less

suggests so [ i [ ight Actions for
putting som II ompany soul” into o .
The g management is t changes can be

|mple ckly, will meet very lit esistance cost next to

e benefits for all ca almost immediately.
en Basics are: @

are the Load
Bring Solutions, N roblems
Involve Everyon
Set Priorities Bas n What is Important

e People and Rlanning*@re the Most Important Tasks
e Don'tign ortant Tasks because They are not (yet) Urgent
Tasks

e Our 0 out Today AND Tomorrow.

“What we are trying to do is
get that small company soul
inside our big company body”.

Jack Welch
Chairperson, General Electric, USA
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PART 1 ‘
The Seven Basics

e Share the Load

¢ Bring Solutions, Not

\Q,

¢ Involve Every

e Set Pri

@}

. Pe@ Plann
0 Q’t Ignore Importa@ Because They are

Got (yet) Urgent

T

Q.

O

oblems

1,$C>

ing are @ portant tasks

ed on Whatis |

: 0 e Our Jobs AreQut Today AND Tomorrow

QO

Q.
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Share the load

Many supervisors make the mistake of thinking they musj have all the
answers, come up with solutions to all the problems, andfthink up all the
good ideas. Not so! No one is omnipotent and no o cts

supervisors to be!
Mre in.

eavy Lifting is out” : ‘
Tom Peters”V

For this to happen, people n e Informed about whatsse n-—
problems and challenges
video, we see a team me€ting togiscuss ways of curtailing
supervisor is "Sharin
could probably come

To achieve more with less, we need

to use the resources of the whole team
their thoughts, ideas, experience,
special skills, attributes and abilities.
Everyone needs to contribute —
good ideas can come from anyone
whatever their job or level.

to outside the box”
Most of the e Vious measures to impr@ve pro
have alread en. It's time to star, n

tivity and results
terally! In the first
0 comes up with an

utting costs: Turn off s in Plant B!

ood ideas can fall flat ifgwe are areful

This g idea could easily ha ndlat, or been ignored. In fact it

S. It was only his persist ade the team sit up and take
ieerof what he was say@ sider it seriously.

Is is a big danger i eaM? People toss out ideas, often one after
the other. Many fall f ey are no considered seriously or even
discussed. Not because ey aren’t good ideas, but because the person
[ t “credible”, or too many people are talking at once,

orit’'s a “wild” too far outside of the box. These are poor
reasons tod tentially good ideas.

own far [é8s in the physical assets? The answer is — their people. The
stock market places a high value on companies who are known to have
smart people, even though they may not own much in the way of
buildings, land, or plant and equipment.



Those who learn to use peoples’ brains best will succeed. It is people
who come up with new ideas, new approaches, and different and better
ways of doing things.
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Bring Solutions, not just problems

In the video, we see Annabel presenting a problem as well as a
proposed solution. This means she isn't just a “whingerfibut a
contributing team member. As it happens, her pro ution isn’t

the best one, but at least it's a starting point.

Vhey arose,

ey make excuses
It's as if they’ve hit a
ith their energy and their

emain — stuck withV

Other people acknowledge the and set their sights
they want to be and how t e the problem. The
they want and what will i e 've achieved it. Th
solutions, actions they

their objective. Peo beyond problems
ndimnake progress. Only,

to be can take contr
solutions can w. orward, leaving our prob ind, and

achieve thin

Some people and some teams focus on probl
whose fault they are, how long they’ve ha
for them or even deny the problem eve i
barrier to progress and are stuck behig @
focus on the problem, that’s just wheregh
problem.

If we are ore with less, rat ng blame or making
excus to accept responsi eed to focus on what
we c nd how best to work with 've got. When things

ch w resources are cut, going gets tough”, do we
ju and down, kick and s we get on with it?

Involve everyone
this, you need to our team is intelligent and capable.
en you will be able em to do their best and encourage
Independent “out-si box*thinking.

In this video, w. e the'Supervisor trusting Matthew to get the time
sheets right. eleased him from the necessity of checking them
and gave hi e to do more important, value-adding work. This
is also a f delegation, a skill most supervisors need to
polish u

Invo ne helps you get more done.

Emp r your staff to make decisions. Eliminate doubling up.

Let people grow.

This not only makes your job easier, it helps you achieve more with
less.



Empowering people doesn’t mean casting them adrift. It means
helping them learn and grow and develop their skills. This helps them
contribute more ideas and make better decisions.
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Set Priorities based on what is important

Hands up any one who doesn’t feel really busy mo time or who
doesn’t feel the pressure to achieve more with less. No oneé? This is
not surprising — most people feel this way! But vegone reacts the
same way.

spond to whatever is
at the top of their in-tray, to the emplo most pressing
problem, to the most urgent tasks. “T

aky wheel gets the
grease” as the saying goes
e things which matter m
e

Some people let their jobs control them,

Id never be at the
ethings which mat
e

The ensures they b

doing the less impo Ings. The really impor,

which often makeyp: oise”. take a back seat. alled “crisis
management’

Unless w: t priorities based i portant, we are
doome ntinually feel harassed, d stressed. We are
doome ge by crisis. It's a viclgus le.

In , we need to take contr . This means knowing what
isim nt in our job, what regponsible for achieving. Then we

n decide which activitie
are the ones we f

ntribute to achieving results.
e others take a back seat.!

s the time manage in the video shows us, we need to
prioritise the import Ings, those that will help us achieve goals in
our areas of responsibifity. And we need to do them proactively —

e urgent and we have a crisis on our hands. Other
rtant things which do not directly contribute to

ur areas of responsibility, we can delegate or do
me — once the more important things have been done.

It's ea (and safer) to delegate to informed, empowered staff.
Delegation frees you up for important activities, especially the two
critical activities of Planning and People.

For a full discussion on this, see Supervision: Management in Action pp 130 — 134 and 723 — 725
Prentice Hall, Australia ISBN 0 7248 1121 4
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The most important tasks are people and plannin
Focussing on what is important, delegating other thj nd staying on
top of our job frees us to do more important things — thin at will

really make a difference. These come in two c ories; planning and
people.

are today
Asking the question: “How do we make better than today?”
helps us make the continual improve he way we do business

and achieve results that all enterprises If we never improvew

other enterprises will soon move ad of us and we’ll be left behi
r

Plan to make things better tomorro

“eating their dust”.

Look after the Peo
If we don’t look after pe
incentive and motivatj
develop, and buildi
valued, and willi

n@re the important tasks ey are not (yet)

s important,. they are
crises — urgent but
uild looking after People and

need to spend more time in
s@and 4 (see Appendix 1)

Don’
urge

d Planning activitie
back burner” while

int0 our daily routine.
nt 2 and less in Quadr

e video the supervis Isis when Annabel resigns. He

't looked after her n gh; had he spent a bit of time with
r sooner, he prob ave avoided her resignation and the
subsequent person is he is now facing.
Our jo about today and tomorrow

we can lose sight of the “big picture” — our
overall gog job purpose. We can easily end up spending our

days do of small and seemingly insignificant tasks.
Keepi the “big picture” and our goals of what we want to
achi ow helps put these tasks in context and shows how

ev g fits in. This can energise us to find ways to achieve more
with |
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PART 11 <>
The Eight Actions

atisfying A
N
Create a tea@onality and re

Make Work Enjoyabl

Share Informatio

Make Pe eel They B

Somet nique and@
%ewew RW The Team’s
rmance @

% view, Rewe%wew Your Own
rforman

Make
Plen

Feel Valued and Provide
ecognition

Sure Goals are Clear
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Make work, enjoyable and satisfying
This energises people to contribute fully. It helps an enterprise or
work team achieve more with less.

Share Information
Sharing information is a sign of strength, not wYet for some

reason, many supervisors do not like to sh lon with their
team. This is the opposite of what to do if
enjoyable and satisfying and if you wa er and involve
people to achieve more with less.

d culture
re can make people

Create a team person
A unique team personality

cogs in small machines. gFeeling Important and valued ( pple to

contribute their thougx idéas and find ways to do e With less.
Make pe they belong to @g unique
and spgci

IS are:

in amount of craziness
all companies than large
Id be so. Fun is central to
. People who don't enjoy their
of their ability!

urage fun, irreverence an ce

s can’t possible do them

Make time to ¢
eams need to cele birthdays, babies, successes, great new
ideas, team achieve S. This helps build esprit de corps, or a sense
of “we-ness” in,and commitment to, a team.

Review, , review — the team’s performance.
There’s ; tter way! Smart supervisors lead their teams in
reviews projects and activities with a view to finding
impreve or next time.

They WO important questions:
Y How can we do it better?
2. How can we do it differently?

The first question helps us find little step improvements. Doing 100
things 1% better is important.
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lot better).

elp us find
ress,

ways to do

So are big step improvements (doing one thing a whol
Question 2 takes a process re-engineering approach t
alternative “outside of the box” ways to achieve a
frustration’s, and hassles are all reduced each time we fi
things better or differently. Post mortems avoidiMondayitis.
n'each make quantumA
leap improvements in the way we do t [
review. V
First, select an event that happ ring the day — any ev )
bad or indifferent, is fine.

over it in your mind.

Review, review, review — your
Research by Dr Peter Honey shows t

Then review what hap,

t didn’t work so

s. What worked we
instead?

Next, draw some co
well? What coul

Al

pe

As w e in the video when isor “attacks” Matthew for
istakes in his report, this 4 comfortable for us. Butitis a

fter all, the only wa ieVe more with less is to get better day by
day, both as a team andpersonally.

Make pég cel| valued and provide plenty of

a vacuum for long. If no one notices the good job
ey’ll soon get tired of making the effort.

No one
they'r

e sure goals are clear
Lack offecus, or clear goals, is one of the major impediments to good
job performance and achieving more with less. Make sure everyone in
your team is clear about what they are responsible for doing and
achieving and how they (and you) can measure their success.
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Note: Use Overheads (OH) as and when appropriate. Some suggested points are

indicated.

TIME TOPIC

10mins Welcome and thank participants for attending.
Lecturette: Using examples from your own isation and drawing
on the Introduction in the Leader’s Guide, tal 0 e pressures on
most of us to achieve more with less and are occurring.
Explain that you will show a video w ains a lot of useful ideas
on how we can achieve more with les Il revie e
ideas presented in the video to d then plan ways
these ideas into use in you or, ion.
(Especially if the group is u may want to ask the
down any ideas they f cularly applicable to ation.)

20 mins View Video

10 mins Generate f ideas onto flip chart
Ask p n call out the ideas 0 chieve more with less
that t rom the video.

OH

O

se onto the flip chart. rti should note these in their
ooks.) For example: r Load, Bring Solutions not

Probléms, Set Priorities b t is Important.
%ese should follow th es and learning points contained in
he Leader’s Notes, uglyin a random order).

ecome side-tracked in the details of the
just develop a list for later discussion.
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TIME TOPIC

15 mins Discuss the ideas you have listed on the flip chart one @y one.
The following format is suggested:
How was this idea illustrated in the video?
How could we apply this in our situation ? V

OH Use the overhead transparencies to rei messages as
required.
Insert the exercises shown belo appropriate points to suit t V
needs of the group and learni S you want to emphasis
Get through as many idea can in 15 minutes bef
short break.

10 mins BREAK

20 Mins Continue dis e ideas listed on the rt one by one.
Insert the e own below at appraépi ints to suit the
needs o and learning point emphasise.

OH Us ead transparencies f@,reifforce key messages as
r

45mins XPERIENTIAL EXERCISE: OR AIM?

Discuss a current issue
5 people. Two di

organisation in syndicates of about 4
f 12 minutes each will take place, Part 1

and Part 2.

Questions for . Spend 10 minutes reviewing Part 1.
e How di | about this discussion?

° the results of the discussion?

e How do you feel about the quality of the discussion? Of the results
or outcome of the discussion?

Note responses onto flip chart.
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TIME TOPIC
Questions for Part 2. Spend 10 minutes reviewing Paft 2.
e How do the results/feelings of the two discussions ¢ are?
e Which type of thinking is most typical of t Wﬁ
organisation?
e How can we apply this insight at vo

15 mins EXERCISE: THE TROUBLE WITH GOOD IDEAS.....

ersin the

Ky
N¢

Ask the group whether they. aintenance person’
switching off the lig

at the beginning of the vi
at before it was understoo

was ever in danger of f
It was.)
enddeas oiced, but
Lead t brainstorm mechan could use or actions

accepted. (Gain agre\
Is that a familiar situation t@’them?
the ke to ensure good id ar@not’ost in their teams. Do

Lead a gene iscussion about how oft
thi two points of view:

ignored or n ar,
. the¥dea originators — w n they take to ensure their
ideas get a fair hearin
O . from the rest of t int of view — what actions can we take

to ensure every eas get a fair hearing?

Summarise o ip chart.

10 mins EXERC SING DETERMINES OUTCOME

Divide t art or whiteboard in half vertically
Labe left half * Focus on the Problem’ and the right half ‘Focus on a
Solution’. (see appendix 2)

Lead the group to brainstorm the mind sets behind and the effects of
each, beginning with the left side. Summarise their points onto the flip
chart.



TIME
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TOPIC

15 Mins

OH

DISCUSSION: PRIORITISING IMPORTANT TASKS & ACTIVITIES
Show the Goethe quote on the overhead projector.

Ask what this means and if necessary lead the group by asking what

this means in relation to the Time Manageme X.
Summarise: This quote is the reason we rn to prioritise and
delegate effectively.

Draw the Time Management Matrix o@p chart or whitebo
labelling the vertical axis Important,(top) =Not Important (botto

the horizontal axis Urgent/Reagti ft) — Not urgent/Proacti
(see Appendix 3)

Review the matrix with t up and ask them to locate @ f their
more regular tasks, duti d activities into the appropriate

guadrants.|

pend on

15 mins

OH

Discuss what t need to do to find m
Quadrant 2 tant'@and Not urgent) activifies:
Discuss gt uld benefit from thj

SE:

E HOW TO MAKE Q LEAP IMPROVEMENTS

Usin Overhead “How to ntum Leap Improvements”
view the learning cycle i
sk the participants t e this exercise in their workbooks

individually and in p.

O

EXERCISE: DING'MONDAYITIS

ick in their workbooks those characteristics which

Ask the grou
i them or their work group. (approx. 5 minutes)

they bel
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TIME TOPIC
Divide the group in half. Ask the group on the left handgide of the
room to discuss what they ticked for things they disli out work and
then brainstorm at lease 10 actions they personally to remove
or reduce some of these things.
Ask the group on the right to discuss what the Mthings they
like about work and then brainstorm at lea s they personally
can take to increase some of these thi de others that they
didn’t tick. Q
Allow each group 3 minutes to present t Ideas to the other N
OH Using OH 22 and 23, recap on points brought out b%

group and those which m e been included. O
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Appendix 1

Quadrant 1
URGENT AND
IMPORTANT

Quadrant 1
IMPORTANQ
BUT N

URG

Q

%ENT
BUPNOT
IMPORTANT 0

Quadrant 1
NOT IMPORTANT



Appendix 2
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Appendix 3

Important

Quadrant 1
URGENT AND
IMPORTANT

Urgent/Reactive

Quadrant 2

IMPORTANT &
BUT NOT @
URGENT :\

Not Urgent/Proactive

Q Not Importd
Quadrant 3 Q

URGENT

BUT N
IMP T Q

Cgant 4 Q
NOT IMPORTAD
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