Putting Y our Company’s Whole Brain to Work: Real Case Studies and Applications

&

Putting Your Company’s Whole Brain to Work Case Study Examples

?? 12 Billion in 2010-An IT Challenge: A case exploring IT work redesign
~sMay Jefferson-Hallmark Cards, Inc.: mjeffe2@hallmark.comeePaul Gustavson-
Organization Planning & Design: pgustavson@organizationdesign.com

?? Leadership And Whole Brain Thinking: A yearlong coach driven approach
*sAyn Fox, Creativity Lab: idears@aol.com

?? A Well Intended Foot in the Mouth: A communication challenge
esSubmitted by internal Fortune 50 corporate HR person

?? Thinking Styles in Exile: An example of whole brain creativity in teams
esKaren Zokas-KMZokas & Associates: kmzokas@aol.com

?? A Little Data Goes alLong Way: A story about solving a turnover issue
*sMichela Perrone-MMP Associates: mmpainc@aol.com

?? A Misfit Finds Fit: A job fit story that ends well

esSubmitted by internal Fortune 100 training leader
?? The Big Green Meeting: A way to move those big ideas to action
*sGeorgia Jarvis-Jarvis & Associates: GeorgiaJarvis@earthlink.net

?? Mission Attrition: An amazing reduction of attrition-more than 50%
*Gail Bubenick-Sierra Communications: GKB3@psu.edu

?? “A Whole Brained Moment”: An example of effective team conflict
resolution

sAnne Griswold/Deb Dagit-Silicone Graphics: Griswold@sgi.com; dagit@sgi.com

?? Growing out of Control: How to fix those growing pains
esKay Iwata-K. lwata Associates: kay@kiwata.com

?? Merge with No Purge: How 3 departments came together successfully
esJack Berry-Jack Berry Consulting Group: jkberry@mindspring.com

?? Procuring with Style...for the Long Term: A 5 year study the impact of a
whole brain approach

eChris Y. Thomas, Jr., M.D.-General Surgeon: barbtommy@aol.com

?? Performance Reviews: A Review: Recommendations after an indepth study
*sShelley Kemling-Synapse Group, Inc.:skemling@synapsemail.com

?? Examples of Skewed Views: Two examples of effective team approaches
esNorah Bolton-Dynamic Thinking: nbolton@dynamicthinking.com
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12 Billion in 2010-An IT Challenge

May Jefferson, Hallmark; Paul Gustavson, Organizational Planning and Design (OPD)
pgustavson@organizationdesign.com

The Challenge:

Halmark Cards, Inc aready aleader in the greeting cards industry and who has prospered for nearly nine
decades plans to take another step forward. Hallmark Cards, Inc. is positioning itself for long term growth
by focusing on consumers. In an aggressive effort Hallmark has set high expectationsto tripling current
corporate annual sales over the next ten years. Currently a $4 billion company, Hallmark’ s corporate vision
isto triple revenue by the year 2010 to $12 hillion. Hallmark recognized that it would not be able to obtain
that type of growth doing the same things the same way and therefore, is making fundamental changesto
position the business to capture tremendous opportunities.

Our Information Technology (IT) Division of Hallmark Cards, Inc. asked early on what role could we play
in enabling Hallmark Cards. Inresponse, IT redesigned itself to ensurethat it could effectively deliver the
strategies and results needed to support Hallmark in achieving its aggressive growth targets. Thefirst step
IT took in redesigning itself was to follow arigorous and well thought out model to lead IT inthe design
efforts. Themodd is called the Organizational Systems Design (OSD) Model created and lead by
Organizational Planning and Design (OPD). This model provided IT with the necessary framework to
accomplish the new design.

In following the OPD Model, I T’ sfirst challenge was to define the current I T processes.

Through the effort of understanding the current I'T business processes, they aso put astakein the ground
around the categorization of their work. It became evident that I T's competitive advantage was going to be
knowledge. Specificaly, how IT would be able to discover and diffuse knowledge to create new
capabilities to enable Hallmark to its aggressive goal of $12B. In categorizing the work they determined
their competitive enabling work would be new value creation (i.e., create new capabilities). In creating
value I T recognized that since they were not in the business of selling proprietary software or hardware that
it would be the knowledge that would be necessary to create the new value (i.e., new capabilities). IT put a
stake in the ground that they would compete on knowledge.

The Approach:

IT determined what goals were needed to achieve in order to best support Hallmark. IT followed the
Organizational Performance and Organizational Knowledge Model to better gauge what was the
knowledge needed in I T to achieve the identified goals (performance). Then IT determined what tools
would be necessary to learn the required knowledge. I T knew that if it was all about the discovery and
diffusion of knowledge that the faster they could accelerate that equation (i.e., Learning Capability =
Discovery x Diffusion) then that would impact 1T’ s ability to be successful in achieving itsgoals. So IT
looked for opportunitiesthat it could leverage to increase the equation. Research indicated that diffusion
and deployment are harder than discovery and that mathematically increasing increments on diffusion
would yield higher results. In focusing on what opportunities could increase diffusion, IT put astakein the
ground that teamwork was a requirement. Being ateam-based organization would be a critical component
inincreasing knowledge diffusion. The direction would be that IT would organize around business
processes and knowledge and use teams as a critical component of the design as a means for discovering
and diffusing knowledge.

Using Teams:
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Teamsare a critical component of 1T’ s design as ameansfor discovering and diffusing knowledge. This
notion of how IT manages knowledge is afundamental way that IT will differentiate itself. Being ateam-
based organization meant that teams will be the fundamental work units of the new IT. There will be
different kinds of teams: functional teams, project teams, management teams...but all work will be donein
ateam context. Even given that there are different teams within the four business processes there are some
commonalties on which I'T will focus resources. The three critical areas of focuswill be on the need to
start up teams effectively, the ability to possess appreciation for uniqueness and differences that people
bring to the team, and belief in building high performance teams that can renew themselves. Therefore I T
created acommon tool kit that will be the foundation for all employees and all teams. Thetoolkit includesa
start-up kit, communication skills (through the Path of Dia ogue program), afive-stage development model
to guide teams, and the Herrmann Brain Dominance Profile.

IT isfocused on both discovery and diffusion mechanisms for teams. Efforts focused on discovery within
IT are information sharing on increasing understanding about the creative process and waysto facilitate
creativity. Facilitation methods for creativity are around learning when we are most naturally creative
which isthetatime. Music, toys or particular activities are being shared with teams to tap into creativity.
Diffusionisfocusing in not only are the sharing aspect, but also the applying. HereIT focusedinon a
common language for how to diffuse. The Herrmann whole brain is an approach that will help create a
common language to talk about thinking and learning preferences so that I T can increase the speed in
which they accelerate learning throughout I T. The literature states that it is al about learning faster than
one' s competitors. Extrafocus was placed on diffusion because even though the idea of diffusionisabasic
premise, which is easy to understand, I T recognized the challenge to actual ly execute diffusion.

Accelerating L earning:

IT'sgoa wasto have individuals understand how others learn and how they process information so that
they could present in the others’ |earning preference or in awhole brain way. Thiswould increase the ease
of diffusing and would accelerate learning. Paul Gustavson, the Principa Organizational Architect for
OPD, aso founder and president, worked on our Team Development framework, which included the whole
brain model and tools. IT contracted Paul to begintheinitia rollout to the IT design teams. Research
indicated whole brain, gender balanced teams have more robust solutions and better results. Although IT
may not have conscioudly selected team members to form whole brain, gender balanced teams they did
plan on leveraging those on the team to communicate and leverage thinking in awhole brain way.
Following team formation, IT had the need to start-up the design teams with the necessary toolsto be
successful and to come up with arobust and aligned design to achieve the I T outcomes that were identified.
The design teams were heterogeneous. Research indicates that heterogeneous teams can either succeed
wildly or fail miserably in comparison to a homogeneous team that usually ends up with average
performance. Thewhole brain model was an important team start up tool. The profiles assisted in
increasing awareness in the differences in our mental processing, the benefits of having members of ateam
who approach an issue differently, and appreciation of thediversity of mental processing. By using this
approach the IT design teams came to have more tolerance, move to acceptance, and as time passed began
to better utilize and understand the learnings from awhole brained approach that IT could increase
appreciation. By increasing appreciation for each other’s mental processing the design team was ableto
seek differences out to create more robust thinking and solutions.

Following the formal design sessions | T was clear that they were putting a stake in the ground that I T is
truly going to compete with knowledge and the “how” 1T managed it would be amajor leverage point. IT
began focused effort on knowledge management, which encompasses not only the formal tools, but aso the
processes of how to manage knowledge.

Specifically with the profile, it meant that just having the outside consultant was not enough. 1T needed to
bring the capability of facilitating the processin-house, it meant IT had to invest in certifying people.
Human Resources who facilitated the process of bringing this knowledge in-house worked to engage
representatives across the organization to increase buy-in. Four facilitators representing each of the major
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business processes within I T, along with three Human Resources practitioners had agreed to be part of the
team to be certified.

Not only would thisteam cometo live and breadth the whole brain approach in order to facilitate
workshops, but they made sure an entire process of how to implement and communi cate the methodol ogy
within I'T’s context would be established and agreed upon.

Finally, and most importantly, this same team would come together in an on-going effort to learn from each
other in acommunity of practice (CoP). This CoPisalearning community of agroup of practitionersin
this casefor certified facilitators. Thisgroup would learn better techniques for facilitating information
about the approach within the IT context, would ideate on how to keep it alive within I T, and brainstorm
what might be the next stepsin leveraging the investment.

What was very significant about thiswhole brain application isthat it was strategy driven. Based on
performance goas I T outlined by it's strategy, the design was created to achieve that performance. The
whole brain model wasbuilt into an overall IT framework that was inter-connected and linked to other
systems. There are three other systemsin the framework that the whole brain is connected to. For example,
in I T'sassimilation process they work on assimilation of new members by sharing about their thinking
preferences. As part of the selection process since ideation isacritical skill set we asked candidatesto
facilitate an ideation session. Additionally, in the performance agreement process I T choseto do asimilar
activity differently to create an advantage. IT leverages the whole brain model in most of its sections of the
performance agreement which includes talking about learning as part of the behavioral aspects of the IT
culture, in terms of support functions some people will lead communities of practices, and specific sections
on learning and teaching. Other such examples are linked in throughout the design.

The Results:

IT isin the early stages of leveraging the whole brain approach and is till rolling out interconnecting
piecesthat al fit together. The success however, isevident in seeing that there are supporting systems and
that the profileis not astand-alone tool. The approach is strategy driven and islinked as part of an entire
re-design. IT has some preliminary results of how the new design is perfectly designing IT to get the results
they are getting. At thistime, the results are positive.

Inavery early analysisI T ison target in achieving very chalenging I T objectivesin the four areas that
they measure. These four areas are Vaue Creation, Operational Excellence, Customer Vaue Analysis, and
People measure. IT believesthat a contributing factor to achieving the I'T objectives has been and will
continue to be how they leverage the whole brai n approach in hel ping accel erate the discovery and
diffusion of knowledge.

Leadership And Whole Brain Thinking

Ayn Fox - Creativity Lab idears@aol.com

The Challenge:

This Large Medica Hospital wanted to develop their leaders and directors with a sustained approach with a
focus on leadership skills, communication and culture. They were looking for atool/approach that would
create better understanding and skills across those three areas.

The Approach:

The Leadership training was designed as a yearlong process. This program includes Leadership Skills,
Emoationa Intelligence, Interviewing Skills, Coaching Skills, Team Devel opment, Dealing with Change
and Rewards/Recognition.

Theformat for the training was:
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?? The 30 participants were divided up into cross functional teams of 10 who meet for aday long
meeting every month (each team meets on a different day). This meeting typically includes the
above content areas as well as a book review and an opportunity to discuss ‘real issues’ one of the
team might be facing.

?? Each participant also has a persona coach that supports and reinforces the content aswell as
focusing the participant on application to their work situation specifically. Coaches aso meet
1/month to sharetrends and idess.

The Results:

?? TheWhole Brain Model has become “ shorthand” for discussion and processing that facilitates
communication between team members.

?? Senior Management and the Directors realized the conflict between the “administrative and
caring” (B/C) focus of many of the directors (many who came from aclinical nursing
background) in contrast with the “ numbers and bottom ling” (A) requirements of the top decision
makersin the organization. It is now understood that the impatience of the “ numbers people” is
not intended to “put down” the directors, that they are just in their “problem solving” mode. The
directors have learned not to take that approach personally, and to present their information in a
data based way. Recommendations have been made to the senior management team to consider
bringing on a business manager to serve as aliaison between the directors and senior management.
Thiswould alow the directors to make better use of their time and skills.

?? Directors are using the Whole Brain model to think through their development plans to best take
advantage of their talents (Gallup in depth interviews were done prior to this leadership initiative).

A Well Intended Foot in the Mouth

Large Consumer Company “HR Team member”

The challenge:

June the supervisor, who has a strong B quadrant profile (administrative) had a direct report, Susan who
had a strong C quadrant profile (feelings) who was diagnosed with malignant melanoma. Susan came back
to work aweek early—too fast after treatment and as a consequence relapsed had to return home again.
June wanted to ensure that this would not happen again. She was concerned and compassionate about
Susan’ s situationt and wanted Susan to take care of hersalf. However, June articul ated her concern
exclusively in a“B quadrant” way saying "we need to have a process for return to work, like a doctor's
release to formalize areturn to work” . Her heart was behind this statement, but her "message” conveyed
over the phone, came off as“B only”, very administrative and amost uncaring!

Susan then asked to have her computer brought home so she could get work done there--June's first
response was "No you can't do that--" because she was concerned that Susan would exhaust herself again--
actually she could care lessif she brought home the computer! The “HR team member” first got involved
when Susan asked her to drop off the computer at her home, and she began to see a communication
disconnect between the two. Having talked to June about Susan’s situation, she knew, from June's
face/body language and discussions how much she cared for Susan and only wanted to protect her from
relapsing. Without a face-to-face interaction however, Susan was only hearing June's words and tone which
came off as B only (strictly business)--and thus totally misinterpreted her intent which was based on
compassion!

The Approach:

The HR Team member used the whole brain model to explain to June how she might appear “unfeeling” to
Susan and bridged the gap by encouraging a face-to-face meeting between the two so Susan could "fedl"
June's compassion.

TheResults:
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June and Susan met face-to-face (with the HR team member) and after some awkward first moments, June
was able to convey her compassion to Susan, while apologizing for sending a message that was not what
sheintended. Susan isfeeling and doing better.

Thinking Styles in Exile

Karen Zokas *KMZokas & Associates: kmzokas@aol.comThe Challenge:

One person on a marketing team was creating dysfunction and unraveling the efforts of the group asa
whole. This group was a highly creative organization and most of the members had strong right brain
profiles. The group often had atough time selling their creative ideas to senior management.

Thisone individual however had very different thinking styles--more left brained: detailed and number
crunching. He felt insecure in this group and "un creative' having little value added, and thus "took this
out" on the group with non-supportive behaviors. The manager had been avoiding the issue, hoping the
group would gel at some point along the way.

The Approach:

As part of ateam building session, the group learned about their thinking preferences, and how Applied
Creativity isawhole brained process, not just aright brain exercise, as many perceiveit. Diversity of
thinking preferences was actually “good news’.

TheResults:

After learning about the style differences, the left brained team member now understands the value he
brings to the team--he can package and present the '‘wacky" ideas this group comes up with in order to get
management buy in. The manager now feels much more comfortable dealing with him--she had been
avoiding the situation due to his disruption--she now understands how to interact with him and is on top of
things.

A Little Data Goes a Long Way

Michela Perrone

MMP Associates: mmpainc@aol.com

The Challenge:

The MNBA Career Education staff of alarge University was having a hard time making sure they had
accurate and current data on the student participation and placement rates. A study of their team thinking
styles data showed that the groups lowest work el ements were technical and analytical. They were not
worried about financia being alow work element as they usually just asked for budget and got it. The
group had had a hard time hiring, retaining and managing all of the IT people (that could solve the data
issues) they had previoudly hired.

The Approach:

Theteam learned about their thinking styles and team data. The AHA came as they saw the group datal
They felt affirmed that they had problem solving as their number one work element, and the lack of
preferred technical and analytical preferences explained the data/l T issues they had experienced. No
wonder the turnover had occurred with the I T staff: they group “ gjected” the ideas and approaches that each
IT person brought to the group and often felt that the I T individual didn't “get” the scope of challenges they
faced.

The Results:

Since hiring in IT help had not been successful in the past, they then decided to try using someone on the
team, get them trained and use them to solve the technical issues. They asked for volunteers, and ayoung
team member looking for devel opment opportunities volunteered. Theinvestment paid off and the group
has solved its data challenges.
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A Misfit Finds Fit

Large Retail Company

The Challenge:

An HR team had recently hired an administrative support person, Steve. The supervisor noticed that things
didn’'t seem to be working out with him: details were certainly not hisforte. He turned out to be a“trainer
personality” in an administrative position and the fit was a disaster.

The Approach:

The team used the whole brain model and profile to explore their work process. The supervisor noticed that
thisindividual, Steve, really loved it. A “what work do | love” exercise opened him up to talking about his
true passion: training. She discovered that in fact he had taken the position hoping to moveinto training.
Unfortunately, there were no training positions opening in the foreseeabl e future. The supervisor used the
session and his data as an opportunity to open the discussion in a non personal way—he was the type of
guy who "personalized everything” (his profile was very strong in the C quadrant and high in the D). She
asked, “what isthe ‘brain’ of your job look like?’, anon threatening way to get the issue out on the table
(this strong C quadrant group of trainers had been very hesitant to bring this up before, for fear of hurting
hisfeelings). The supervisor was able to coach him using awhole brain diagram. Asking “whereis the
perfect profile for your position?’ and then comparing that to his profile which was the opposite. It wasa
very non-shaming way to talk about the mismatch.

TheResults:

In the comparison Steve discovered that the job was almost all B (with some A some C) Not agood fit for
his profile! He reached out into his personal network and found ajob with another company, doing training
(abit technical but Training al the same) and he lovesit. He has just been promoted!

THE BIG GREEN MEETING

Georgia Jarvis; Georgia Jarvis and Associates: GeorgiaJarvis@earthlink.net

The Challenge:
This non profit national organization hasanetwork of member organizations (chapters) nationwide that
function as separate corporations, with a membership agreement with the national headquarters.

The national headquarters provides consultation to chapters and assists with cultivation of corporate donors
and other fundraising. Customer service (chapter) expectations are adriving factor in the activities of the
national headquarters. Eight departments work with customers; each having a different perspective on
customer needs and appropriate strategies to meet those needs.

The management team holds two planning retreats ayear for strategic planning and goal setting. These
meetings are very energizing: for two or three daysthe team livesin the world of possibilities right brain,
creative and very exciting. However, these planning meetings stay at the 10,000-foot level. When
management returns from the retreat, each department isthen responsible to devel op objectivesto meet the
goals. Each department works independently, developing strategiesfor the same set of customers, to
achievethe goasfor their department, which then supports the organi zation-wide plan.

With astrong planning processin place, the team wanted to increase effectivenessin integrating planning
and strategies among all departments. Also, the team wanted to improve implementation of initiatives and
follow up.

The Approach:

The management team had participated in awhole Brain training and had all seen their thinking style
preferences. Shortly after that training, it became apparent that what was missing from the process was the
lower left brain activities (B) needed to ensure that big, bold ideas were implemented and that there was
follow through.
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The decision was made to hold an inter-department meeting of all management and other appropriate staff
responsible for implementation. There had never been ameeting like this before. The goa was to take the
organization-wide goals and department objectives and together determinewhat we would implement or try
to achieve, how we would go about it (group vs. individual, training, presentations etc.) who would be the
lead and be accountable for follow through. Additionally they would have a collective prioritization
process.

They called this The Big Green Meeting to underline the purpose of the meeting. Thiswas not atimeto
create new ideas and projects, nor to re-negotiate the annual goals. It was about process and procedure that
would help all get the job done. It was about setting up systems for follow through and timeframes.

Green folders were provided for everyone and they did awhole theme around the meaning of “Big Green”.

The Results:

Participants were very excited with the process. There was a strong commitment to the final product. The
meeting helped al become much more inter-departmentally focused rather than being locked in to their
own departments. There was agreat dea of sharing of information and camaraderie around the challenges
facing staff. An unanticipated outcome was the strengthening of relationships between the different
departments.

Follow up from the meeting was strong. Many of the commitments were kept and objectives achieved.
There were several favorable outcomes that while may be aresult of other factors, appear to be related to
the meeting.

Working relationships were improved which resulted in greater inter-department communication. There
were fewer occurrences of mixed messagesto customers.

Travel expenses decreased (dueto “fixing” situationsthat had not been planned properly) and customer
satisfaction increased. The plan is to make this meeting an annual event. It will continue to be called the Big
Green Meeting!

Mission Attrition

Gail Bubenick-Sierra Communications: GKB3@psu.edu

The Challenge:

The Call Center people for alarge financial service firm was facing a problem with relationship phone reps
had with high level customers (1 billion dollar investors). These customers wereirritated that they would
have to go on to other reps because their reps would move on to other positions. High net worth people
wanted their repsto stay on for three years (this meant increasing the timeframe from the current 9 months
to 3years).

The Approach:

They were asked if there was a cadre of people who redlly liked the job, were doing work well, were
fulfilled and satisfied and had longer longevity. The methodology was to determine if there was a pattern.
Once apattern isidentified you can then work on hiring, performance behaviors and rewards and
recognition. The high performers were identified and then were interviewed in depth, as well as profiled.
Focus groups were held, the group was shadowed, and exit interviews of those who had |eft the company
and department took place. They al seemed to know the answers, except senior management!

The general assumption that preferences of those who had high performancein thisrole would fall into the
A quadrant: sophisticated financial analysts who could deal with the complexities of the high level investor.

In fact the high performers all had more of aBC tilted profile (alittle more B than C) with someD. It was

clear that this group needed to have aframework and alot of flex to make their decisions and built and
maintain their relationships.
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Rewards were A related. The study showed that strong D thinkers Ieft in three months, the highest attrition
rate. The company was placing A thinkers who were not right for the position, even thought they often had
theinvestment skills. The relationship, follow through and big picture focus of the highest performers
represented exactly what customers wanted. They al had the financia skill set-here the style was of utmost
importance.

The senior management group were all A dominant, so all recognition was based on that approach. They
said “we don’t need to tell them they are doing a good job, that is what they are paid for”. Performance
rating was based on how many people they could talk to in an hour.

The Results:

Once the high performer datawas understood, alist of 62 things to implement—measurable, success
factors and recommendations was devel oped and provided. The style of this document fit the culture, and
attrition dropped more than 50%, from 38% to 15%.

“A Whole Brained Moment” - SGI Learning, Communication & Diversity

Anne Griswold and Deborah Dagit SGI: Griswold@sgi.com; dagit@sgi.com

The Challenge:

Deborah Dagit, Director of Learning Communication & Diversity at SGI was introduced to Herrmann
International and the HBDI instrument as a part of her own certification in December 2000. One of the
ways that Deb chose to use the HBDI framework wasin growing her own team.

In evaluating her team it became clear that her team was quite strong in the C/red - feeling self and the
Dlyellow - experimenta self. Theright side of the brain was well represented. Although they had afew
people that were strong as the B/green - safekeeping self, there was not enough of that skill to support the
current action plans and tasks that were necessary to grow the department. Asfor the A/blue— rational self
—therewas very little. Infact, many of the team members had their lowest score, often falling in the 3
category in the A quadrant.

The Approach:

Based on this assessment and the knowledge of the goal s that needed to be achieved Deb set out to create a
whole brain team. For her next hire she managed to attract a person who was strong A/blue and B/green as
well asahigh D/yellow. And although his C/red was not as high, there was already alot of C/red on the
team. Deborah aso re-positioned afew peopleto let their talents be utilized in the best possible way, in
particular focusing on the B/green strengths of various team members.

TheResults:

Knowing the way they were organized and the strengths of the team members, the group had more patience
while working together and working through the conflictsthat did arise. Over the next several months, the
team was able to put the right people on the right tasks at the right time and successfully complete a
“playbook” which is arepresentation of the foundation of the work which is now being done in the
Learning, Communication & Diversity area.

Deborah knew her strategy had been completed when at a difficult management meeting, the team
addressed some issues together from every quadrant. In the meeting review, Deb summarized the progress
of the meeting by stating we are having a*“whole brained moment”. In this case, integration of the many
talents worked to create the best outcomesin the least amount of time.

Growing out of Control

K. Iwata, K. Iwata Associates: kay @kiwata.com

The Challenge:

Fast Growth Inc. (not actual name) was experiencing a major growth spurt in their business. Aswith many
organizations that devote much time and energy to growing their businesses the growth often catches them
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off guard in terms of organizational structure and capability. This was the dilemma the company was
facing. The first step was to assess what the leaders and empl oyees saw as mgjor barriers to managing the
growth. An*“dl hands’ meeting held over atwo-day period surfaced the following issues:

#%5 Burn out

&5 Poor communication

£%s Turnover

z&5 Lack of training for new employees

ez Lack of empowerment dueto alack of access to information necessary to make
decisions

=5 Resentment of thefield salesreps by the inside support staff

The Approach:
Employees were then asked to fill out ajob analysisgrid for their position. They identified the mgjor tasks
of their jobs, percent in aweek they spent on these tasks, rank the value of each tasks to meeting the
financial goals of the organization, the skills they thought someone needed to do the job well and the
attributes that would enhance one' s capability to be successful in the position. In the attributes section we
did match the language of the HBDI as descriptors.
These grids were then circulated for input from other employees who interfaced with the
individual. Thisinformation was collapsed and formed the basis to provide an accurate picture of:
25 \Where employees were spending their time
z&5 To what extent did where they spent their time tie to meeting the financial goals
of the organization
e#5 \What were the “real requirements’ necessary in terms of skills and attributes to
do the job well

TheResults:

Concurrently employeesfilled out their profiles. In addition each department had team profiles done. The

combined findings of both points of data resulted in the following:

Increasein ther etention rate
Some individuals switched jobs within the company. As new positions became open they
had a greater sense if it was something they wanted to go after. Peoplefelt they had more
access to more opportunities in house rather than leaving the company.

Up tick in employee morale
The profiles provided insight into where talent to task matching was good and not so
good. Some of the frustration experienced by employees had to do with trying to fit
square pegs into round holes. | personally think that part of the increase in employee
morale and retention also had to do with peopl€’ s perception that they work for a
company that cared about their employees and invested in them being more successful.

Reduction of the animosity between thefield salesrepsand internal support staff
Also noted was that some of the animosity between the field sales reps and the internal
support staff had to do with their thinking and communication styles especially with the
accounting department.

Mor e efficient work processes
Where appropriate work processes were redesigned for efficiency. An example of this
was the dropping of searches of hard to find products. Fast Growth Inc., found it was
spending 35% of itslabor hoursfinding product that netted 10% or less of their income
stream.

All in al thejob analysis process linked with the profiles provided a means to evaluate what people were

doing, was the time spent value added and did they have the right people in the right positionsto do the job

well.

Merge with No Purge
Jack Berry «Jack Berry Consulting Group: jkberry@mindspring.com
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Putting Y our Company’s Whole Brain to Work: Real Case Studies and Applications

The Challenge:

The Global Compensation, Benefits and Health Management Department of an International
Pharmaceutical Company The parent company had acquired over the past year two, large pharmaceutical
companies. One of the acquisitions was larger than the parent company. The head of the Comp. & Benefits
organization needed to develop anew mission, vision and business plan for his new organization.

Identified Barriers

?? The operating philosophies, values, beliefs and approach to compensation and benefit were very
different in all three companies.

?? Theacquired departmentsfelt they would have less power and influence in the organization since they
were new.

?? Even before the acquisition, the head of compensation and development had problems with getting
compensation, benefits and health management to work as ateam in delivering value to the company.

?? Thechalengewashow to bring all thisdiversity together to develop an effective set of strategiesand
plansfor supporting the success of the new company and obtain commitment from all of his new
organization to these new plans.

The Approach:

?? Using the Whole Brain Model and profiles, all 35 employees of this new organization discovered
their strengths and weaknesses as an overall organization in their ability to add value the
performance of the company. They were also able to see how different they were in their thinking
styles between and within Compensation, Benefits and Health Management.

TheResults:

?? Understanding their thinking style differences allowed them to focus on the future and provided
them with acommon framework from which to determine what they needed to do differently to be
recognized asimportant to the success of the company.

?? All of the members of this new organization reported that the mission, vision, strategies and plans
they developed in the three days that followed were significantly better than they would have
created without thisinitial analysis of their thinking styles.

?? Senior management also positively commented on the plans that this group had developed to
support the performance of the company.

Procuring with Style...for the Long Term

Chris Y. Thomas, Jr., M.D.-General Surgeon: barbtommy@aol.com

The Challenge:

The Midwest Procurement Bank provides organs and tissues for transplantation. There are five different
departments: laboratory, tissue procurement, organ procurement, education, and administration. The
Medical Director isan M.D.

In spite of several seminars, there seemed to be lingering interpersonal and communi cations challenges
between the different departments. Another persistent issue became apparent: The tissue and organ
procurement teams were often perceived by the hospitals they retrieved from as “ unwelcome invaders’ The
education team who went into intensive care units to encourage organ donation and leave brochures was
often treated with indifference. Thisresulted in a continuing low morale problem.

The Approach:
A bonus outcome emerged in the banks' interface with the 18 person board of directors ( al highly
technical doctors and surgeons). They learned that by selling their requests “ scientifically” for new

purchases, changes in procedures or personnel, they made it nearly impossible for the board to mount a
challenge! All that was left wasto say “yes’.
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Putting Y our Company’s Whole Brain to Work: Real Case Studies and Applications

A study of remaining staff 5 years later showed the following long term moderate to significant effect* of
thisinitiative (learning about thinking preferences):

Attitude change about others

Behaviora change toward others

Changed interaction with colleagues

Makes me a better listener

Alters my approach to conflict

Helped me understand my “fit” with others

Scalerange: Highly significant, Strong effect, Moderate effect, Noticeable effect, No effect, No
opinion

33 I3IIIASN

Performance Reviews: A Review

Shelley Kemling-Synapse Group, Inc.:skemling@synapsemail.com

Thisresearch study was limited by it's number of participants but yeils al the same some interesting
conclusions:

?? Preferences do impact how managers perceive employees, their performance and conduct their
reviews: use an assessment to measure and communicate thisimpact with al involved in the
review process
Use 360° instruments to increase self awareness
Have employees provide detail ed feedback on those areas they will be evaluated on. Both
reviewer and empl oyee should read both eval uations and discuss them thoroughly
?? Ask employees question that elicit values and career devel opment. Examplesinclude; What do

you like most about your job? Dislike most?; What are your most significant accomplishements

sinceyour last review (or your hire); What are your short term career goals?; Long term goal s?;

What opportunities/ projects are of interest to you?; What getsin the way of your overall

effectiveness?; What specific things can | (or your direct |eader) do to assist you?

?? Do not base bonuses entirely on the subjective review process. Ask How good are managers at
ng performance? Do employees fed managers are fair and consistent across the company?

Recommendation: Base bonuses on amix of company andindividual performance.

??
??

Examples of Skewed Views

Norah Bolton-Dynamic Thinking: nbolton@dynamicthinking.com

The Challenge:

Thiswas an organizational review of asmall not-for-profit: It consists of four full time paid staff and
twenty five volunteers who perform the equivalent of three full time paid positions. The presenting issue
was to determine whether they group had the right staff

skills and whether there was justification in adding a half time position.

The Approach:

Using the Whole Brain Model as part of the review process the group showed very similar thinking styles
mostly B and C quadrant. The staff obviously had good skillsin relating to the volunteers and the ability of
the CEO and chief fundrai ser's ability to tap

the emotions of granting bodies was paying off very well. The surprise was

the strengths of the administrator both in dealing with the volunteers and

her more advanced big picture thinking.

The Result:

The end result was that the part time position was allocated to the administrator so that she could spend
more time on volunteer support and long range strategy. Now that her preferenceswere well understood, it
became evident that her time was best spent on those activities and that the dollars spent in the short term
would be saved in the long term.
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Putting Y our Company’s Whole Brain to Work: Real Case Studies and Applications

An amusing incident in the debriefing at the board meeting occurred when the fundraiser remarked that it
probably wasn't necessary to send financia statements to grantor prospects. When reminding her that while
it wasn't atop priority for her, most of the granting officers were strong anaysts and would pay a good ded
of attention to the numbers, she agreed with an embarrassed smile saying "1'm supposed to know that
now".

Another Skewed View

The Challenge:

In ahigh tech company the presenting issues were that the CEO was perceived to be “out in left field”, and
that nothing got done.

The Approach:

The entire senior team of 25 were surveyed aswell asagroup profile of an executive committee of eight.
The group profile showed that the CEO was actualy out in right field - a highly visionary thinker - and the
other seven were all strong A Quadrant thinkers. One of the reasons that nothing ever got done was the
total lack of B quadrant thinking preference in the group.

The recommended solution was a simple one. Rather than undertake an
extensive recruitment search, all they needed to do wasto elevate a couple

of people from the senior management team to the executive committee. They
actualy had all the organizationa thinking capacity aready in the

company - just not at the executive table..

The Results:

They took the above promotion action and things improved. The CEO also learned that he would get
farther with his big picture thinking by presenting it in language that the analysts understood.
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