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"...the continued success of the best practice companies depended overwhelmingly on the culture of the organisation.

' This involves an absolute focus on, and involvement of, all the people of the organisation. It seems that until this culture is in place, no amount of techniques or manufacturing practices will enable the achievement of manufacturing excellence' "

Prof Amrik Sohal
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Monash University
Authentic Management [AM]
 aims to develop and empower individuals in organisation life in a variety of ways thereby having important implications for team leadership. It aims to increase self awareness and awareness of what is going on in the environment. Secondly, it advocates that we "lose our minds and come to our senses". Thinking and analysis are important but only after we are aware of our own  thoughts, moods and feelings and what our senses tell us about the external environment [which most importantly includes other people with whom we must interact]. The AM approach encourages people to "be themselves" rather than rigidly play roles. Many engineering managers in organisations treat the expression of feelings by ignoring them or by generally treating expressed feelings as "data" to be considered rationally - a kind of intellectualisation of emotion. The AM oriented engineering manager is more likely to react to the spontaneous reaction of a colleague with a spontaneous expression of his or her own. There is less reliance on theoretical construction and more on the engineering manager's and others' good sense and intuition. The  engineering manager maintains faith in the high value of authenticity, even when being authentic is difficult.

THE CREATION OF A SELF MANAGING TEAM AT THE HI-FERT LARA BULK FACILITY: Authentic Management in an Action Learning Project - A Case Study

I am grateful to Frank McManus for his permission to use elements of his Action Learning Project to illustrate and extend ideas expressed so far. Frank is a manufacturing manager who displays a robust psychological presence. He is studying business administration at postgraduate level and undertook this action learning project as a major part of his assessment in the unit, Organisational Psychology 1, this year.
 [NB All quotations in this section are taken directly from the work cited unless otherwise indicated].
In addition to the AM approach, the "Learning Organisation" [Senge
] and  Hirschhorn's ideas about managing in the new team environment
 influenced this work which demonstrates the power of psychological presence and managing authentically.

The Bulk Plant despatches 100,000 tons of bulk fertiliser per year. Frank, the Plant manager, aimed to move from an authoritarian and hierarchical management system to "a co-responsible system of management based on accountability and trust."

Under the former system, performance had been considered as only adequate, absenteeism was rife, the safety record was "bad", information flow was inefficient and "the complexity of operating at high volumes ... resulted in high levels of conflict between very nearly every single person on the site." A climate of increasing task complexity where changes in "reporting, safety, demand and production expectations were occurring on a weekly basis" obtained. In this changing situation traditional structures and management styles were inadequate.

Following Hirschhorn
, Frank decided to shift from the "control role" to the "learner/enquirer role" in which direct communication would be encouraged and the manager could own his part in the problem.

He began to approach employees more directly. Work was more effectively done but morale was low due to people receiving multiple instructions  with  differing priorities. Frank decided to involve the employees in reorganising the plant structure. It should be operated on a co-operative teamwork basis with "me adopting a role of providing a service to the team to do their job."

Frank presented a model for plant operation, allocating each employee a specific role covering 80% of the job and leaving 20% to do "any...other roles as required."

Frank at first experienced resistance but encouraged full discussion and debate and comments that at the end of the meeting, "it was clear to the group that some new structure which restored order...was achievable", this acknowledgment being " a clear manifestation of Gestalt Psychology." He continued to manage the development of the roles of the team members, but individually people expressed further resistance to change.

At this point Frank was much influenced by Semmler's book, Maverick
, which emphasises working on the basis of trust, describing the ease with which communication between  work groups occurred and the effectiveness of the outcomes.

"At Semco, we treat them as adults. We trust them. We don't make our employees ask permission to go to the bathroom, or have security guards search them as they leave for the day. We get out of their way and let them do their jobs" [Semmler
]

Frank decided to take seriously the idea  that by providing employees with the authority to obtain the resources necessary to perform the job, work groups can greatly increase their effectiveness and achieve a great degree of job satisfaction.

He comments that "each effort to empower employees seemed to yield success out of all proportion to the effort required to delegate tasks downward."

Frank became a facilitator of the development of roles which met changing task demands. He empowered  people in these roles by giving them authority that formerly only he had held and involving his people in the design of those roles.

"At the request of the Leading Hand Dispatch, the new position of Trace Element Specialist, was created."

Using  Belbin's model of team roles
 he  matched people to new roles and empowered them.

He transferred to each employee the powers to order goods and services, to organise work hours including overtime and to perform the work in the way which each "feels is most appropriate."

Frank called the results "extraordinary".

* No lost time injuries, nor incidents of "any significance"

* Average dispatch throughput increased from 150 to 240 tons per hour with no increase in manning levels and without any significant capital expenditure

*All modifications to  plant equipment and operating procedures have been suggested and championed by shop floor employees

* Complaints of poor quality bulk loaded products have fallen by 90%

* Complaints and rejections of coated product have fallen by 90%

* Equipment availability has increased from 80% to 98%

" I had now delegated all of my operational/functional tasks to 'Wages Personnel'. I felt that by passing on my skills in the areas I had delegated ... I would inevitably strengthen these two important relationships by virtue of being coach/mentor"

The two relationships to which Frank refers are the relationships  of  him in his role as manager to individuals and  authentically being self in I-Thou relationship with others. He brought himself to his role as he facilitated bringing others to psychological presence in theirs.

INTRODUCTION

I want to speak to you directly. I want to engage you in this short paper, your thoughts, feelings, resistances and agreements. I ask that you remain aware of your self and the words you now see or hear. I want you to be psychologically present. For my part, as I struggle to give birth to the many ideas and competing demands within me, I shall reciprocate by attempting to remain aware of my self, my task and you my future audience, as I imagine you to be.

I see you as a manufacturer who is technologically well equipped, educated and experienced. Perhaps you are puzzled about what was not taught at your college or university. People management.

In Australia, the waves of change continue to crash over us. Slowly it is dawning upon us that this is no one-off event that will lead us to a stable state. We will have to find new ways of managing complex continual change in worlds of increasing complexity. Downsizing, restructuring, bench marking, total quality management, organisation culture, world's best practice and broader spans of control are but a few critical issues facing managers today.

I was conducting a short course, "Leadership & Interpersonal Skills", for the Association of Professional Engineers Scientists and Managers of Australia [APESMA] in Sydney last year. An engineer, when discussing how TQM was being implemented in his organisation, said, "We call it TQDQ at our place!" Total Quality Dole Queue!

When I asked him what he meant, he said that TQM was only a fad whose prime purpose was to "get rid of people". He was cynical about management's real motives for introducing TQM and was clearly psychologically uncommitted to the change.  It could be inferred that to some degree this engineer was psychologically absent from the role he plays at work.

Having taught and learned from many engineers, manufacturers, suppliers and contractors at  Swinburne and in my consulting practice, I perceive a thirst for knowing more about how to manage themselves and others.

"Can I be my self in my role or do I have to be different?", is asked in many ways.

Since I am aware that I shall be delivering this paper to you, I shall "talk" with you in first second and third person modes. I would like to be psychologically present  as I write. In so doing I hope to attract your attention and engage in contactful communication with you.

I shall discuss psychological presence and its relevance, authentic management as a means to producing such presence, a manufacturing case illustrating AM in action,  suggestions for practice and a concluding, "Quo vadis?" Where to in the future...
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                     Figure 1

Figure 1 represents an underlying schema for the following discussion.  Simply put, I am taking as a starting point the propositions that awareness of self and others provide us with choices of alternatives which when exercised lead to power. Knowledge and skills are necessary if insufficient conditions of enacting choice.
PSYCHOLOGICAL PRESENCE
"The role I'm required to perform, sitting up here and smiling and typing and being friendly...it's all bullshit, it's just a role, and there isn't any satisfaction in it for me. I'm more than that, and want to be seen as a person apart from the work I do. This eight or nine hours is a waste, damaging, I think, to my own growth and what I think of myself."

This receptionist's statement provides a clear example of a person who is not psychologically present as she performs her role.

Eric Miller, Director of the Group Relations Training Program at the Tavistock Institute, addressed my postgraduate students last year on the theme of the "healthy organisation".

He postulated that every organisation requires three forms of organisation: a task system, a sentient system and a third system to link the two, the socio-technical system. The sentient system can be thought of as the human needs of the organisation. 


"By and large they do not coincide and so one has to find ways of putting them 


together"

With an increasingly complex and uncertain  environment and fewer resources, a growing proportion of jobs requires a high degree of psychological presence "in the sense of the person being wholly there, fully involved...both intellectually and  almost emotionally in the job".

The message is clear. Psychological presence or absence affects the bottom line. Like the engineer quoted above ["TQDQ"], not only has there been increasing psychological withdrawal from the organisation linked to downsizing, but many of the people who remain are "much less able to commit themselves, ...much less trusting,... feel more insecure and they are putting their psychological eggs into other baskets".
  An outcome is cynicism in the workplace rather than sincerity and commitment.

If we accept that increasing psychological presence is a worthwhile goal, before it can be restored we need some ideas about what we mean by the phrase. Hirschhorn captures some of the idea when he speaks of  bringing the self to the role.

" But what makes this central and defining task of managing people so difficult? Most fundamental, the manager must bring her person, her self to her role. She must invest her role with ...her own affects...feelings to direct [her]

...if the manager is to bring herself to her role, she must reveal her feelings to another, and this is the root cause of anxiety in managing others."

In Australia, we are often socialised to deny feelings and focus on thinking and doing. If Hirschhorn is right a crucial part of being psychologically present will not be available to our awareness. Let us imagine ourselves constructed by three zones of awareness, an outer zone which we can see, hear and touch, a middle zone of thinking, judging and analysing, and an inner zone of feelings, sensation and emotions. 

Psychological presence could now be described in terms of being aware of the outer zone, others and the environment, being aware of my inner feelings and also of thoughts that arise in my middle zone. When  I can move comfortably from one zone to another without having to split off or deny parts of my self, I form a whole [or gestalt]. I am wholly present, feelings, thoughts and senses of the outer world. Fully aware, I am now in a good position to make choices.

Another way of looking at psychological presence employs the concept of congruence. Does the engineering manager practise what she preaches? Chris Argyris
 theorises that all managers hold theories of action. He has noticed many times that these theories about how a manager ought act fall into two categories, Theory Espoused and Theory-in-Use. The latter is what the manager is perceived to employ and the former is what he says he does. Often there is an incongruity between the two, a gap between what is said and done.  The manager is blind to what every one else can see. He defends himself against feedback that disconfirms his picture of himself. To a significant degree he is psychologically absent leading to dysfunctional consequences.

Argyris says,
" people choose to deal with these difficulties by using games whose primary features are that they are known to all players, they are undiscussable and their undiscussability is also undiscussable" 
AUTHENTIC MANAGEMENT [AM]

"To grow: Burn your own cover. Bust your own games."

The AM approach is based on the philosophy of existentialism and Eastern whollism. Put crudely it supports our being ourselves, fully present, here and now.
 To be oneself is not to be perfect but a complex amalgam of conflicting forces, strengths and weaknesses, thoughts and feelings, joys and sadnesses. It takes a "both/and" rather than an "either/or" view of the world. 

I find contradictory elements in myself; the AM approach has liberated me by inviting me to own and embrace the polarities in my own nature rather than play games of denial and self-deception to ensure that my "dark" side does not surface. Of course, being human I know that there are still times when I play defensive games; equally I know that I am authentic at other times. 

To the extent that I do not burn my cover and bust my games, I am not fully psychologically present and deflect important energy away from the task. The freedom of accepting myself in all my complexity, I expressed elsewhere
 as follows:

"One of the great liberating learnings that the Gestalt [AM] approach has given me is the notion of polarities. I am not either/or but BOTH/AND! I am: judgmental & tolerant; angry & composed; aggressive & non-assertive; defensive & authentic; loving & hating; avoiding & confronting; thoughtful & feeling; needing to be liked & independent; ad infinitum. So where's the freedom? It lies somewhere in the ownership of all these polarities thus giving me more choice of action at any given moment."

The AM oriented engineer accepts him or herself fully in the moment as a valuable and imperfect human being who wants to relate with other persons in an "I-Thou" way.
 Ideally both parties are robustly present as themselves, aware of the other [outer] and aware of their feelings [inner] and thoughts [middle zone]. They seek to have high quality contactful communications in which both are empowered. Conflict is viewed as an asset, a vitalising force to be expressed fully and managed up front [refer to the abstract, p 1]. 

"The Authentic-Management mode encourages stronger, deeper, and more concrete [as contrasted to abstract or generalised] interactions. Most importantly we emphasise staying with the transaction until both parties have completed their business with each other. ...Managers ...are encouraged to state clearly what each wants...of the other with emphasis on meeting their own 'selfish' needs...Paradoxically, these heated exchanges generate more respect  and  positive feeling...than a raft of cool, rational, for-the-good-of-the-company sessions. The ultimate decisions also seem to be more viable"

The AM engineering leader then focuses on the mobilisation of individuals' strength and power, sharpens awareness of what people are doing and how, intensifies problem behaviour rather than represses it [eg "resistance"], values aggression and conflict, emphasises the individual’s internal feedback, enhances individuals' autonomy and competence, values being up front, focuses on increasing people's competence in whatever the culture and is fully present as activist, director and participant.

THE CREATION OF A SELF MANAGING TEAM AT THE HI-FERT LARA BULK FACILITY: Authentic Management in an Action Learning Project - A Case Study

I am grateful to Frank McManus for his permission to use elements of his Action Learning Project to illustrate and extend ideas expressed so far. Frank is a manufacturing manager who displays a robust psychological presence. He is studying business administration at postgraduate level and undertook this action learning project as a major part of his assessment in the unit, Organisational Psychology 1, this year.
 [NB All quotations in this section are taken directly from the work cited unless otherwise indicated].
In addition to the AM approach, the "Learning Organisation" [Senge
] and  Hirschhorn's ideas about managing in the new team environment
 influenced this work which demonstrates the power of psychological presence and managing authentically.

The Bulk Plant despatches 100,000 tons of bulk fertiliser per year. Frank, the Plant manager, aimed to move from an authoritarian and hierarchical management system to "a co-responsible system of management based on accountability and trust."

Under the former system, performance had been considered as only adequate, absenteeism was rife, the safety record was "bad", information flow was inefficient and "the complexity of operating at high volumes ... resulted in high levels of conflict between very nearly every single person on the site." A climate of increasing task complexity where changes in "reporting, safety, demand and production expectations were occurring on a weekly basis" obtained. In this changing situation traditional structures and management styles were inadequate.

Following Hirschhorn
, Frank decided to shift from the "control role" to the "learner/enquirer role" in which direct communication would be encouraged and the manager could own his part in the problem.

He began to approach employees more directly. Work was more effectively done but morale was low due to people receiving multiple instructions  with  differing priorities. Frank decided to involve the employees in reorganising the plant structure. It should be operated on a co-operative teamwork basis with "me adopting a role of providing a service to the team to do their job."

Frank presented a model for plant operation, allocating each employee a specific role covering 80% of the job and leaving 20% to do "any...other roles as required."

Frank at first experienced resistance but encouraged full discussion and debate and comments that at the end of the meeting, "it was clear to the group that some new structure which restored order...was achievable", this acknowledgment being " a clear manifestation of Gestalt Psychology." He continued to manage the development of the roles of the team members, but individually people expressed further resistance to change.

At this point Frank was much influenced by Semmler's book, Maverick
, which emphasises working on the basis of trust, describing the ease with which communication between  work groups occurred and the effectiveness of the outcomes.

"At Semco, we treat them as adults. We trust them. We don't make our employees ask permission to go to the bathroom, or have security guards search them as they leave for the day. We get out of their way and let them do their jobs" [Semmler
]

Frank decided to take seriously the idea  that by providing employees with the authority to obtain the resources necessary to perform the job, work groups can greatly increase their effectiveness and achieve a great degree of job satisfaction.

He comments that "each effort to empower employees seemed to yield success out of all proportion to the effort required to delegate tasks downward."

Frank became a facilitator of the development of roles which met changing task demands. He empowered  people in these roles by giving them authority that formerly only he had held and involving his people in the design of those roles.

"At the request of the Leading Hand Dispatch, the new position of Trace Element Specialist, was created."

Using  Belbin's model of team roles
 he  matched people to new roles and empowered them.

He transferred to each employee the powers to order goods and services, to organise work hours including overtime and to perform the work in the way which each "feels is most appropriate."

Frank called the results "extraordinary".

* No lost time injuries, nor incidents of "any significance"

* Average dispatch throughput increased from 150 to 240 tons per hour with no increase in manning levels and without any significant capital expenditure

*All modifications to  plant equipment and operating procedures have been suggested and championed by shop floor employees

* Complaints of poor quality bulk loaded products have fallen by 90%

* Complaints and rejections of coated product have fallen by 90%

* Equipment availability has increased from 80% to 98%

" I had now delegated all of my operational/functional tasks to 'Wages Personnel'. I felt that by passing on my skills in the areas I had delegated ... I would inevitably strengthen these two important relationships by virtue of being coach/mentor"

The two relationships to which Frank refers are the relationships  of  him in his role as manager to individuals and  authentically being self in I-Thou relationship with others. He brought himself to his role as he facilitated bringing others to psychological presence in theirs.

RECOMMENDATIONS FOR CONTACTFUL COMMUNICATIONS

To achieve contactful communications
 
 and therefore psychological presence I recommend:

Deal specifically with personal issues rather than talking about generalities

Deal with what is the case rather than lecturing people about what ought to be

Do not say "I can't" when I really mean "I won't"; say, "I won't..."

Make the statement I  want to make rather than asking questions pretending to seek information

Speak in the first person ["I"] when I mean "I', rather than "one", "you", "we", "they", etc

Do not talk about the past when the issue is in the present

Say where you stand on an issue

Say "no" when you mean, "No"

Commit yourself to a clear position

Stop when you have had enough to say

Do not go on and on after effectively communicating

Speak directly to the person[s] you want to reach rather than "broadcasting" to all

Send congruent, not "mixed" messages [eg expressing anger with a smile]

See and hear what is going on outside when mentally you might be thinking of other things

Express feelings as well as thoughts

CONCLUSION - QUO VADIS?

It has been the thesis of this paper that psychological presence is a necessary if not sufficient condition for maximising manufacturing productivity. It has been argued that being an authentic manager is a means to this end. 

McManus has provided a practical illustration of Miller's three rules for management likely to produce psychological presence
:

1 Role boundaries should be defined as clearly as possible and the authority the individual needs to carry out the role  must be available.

2 The manager must make the self available in relating to the subordinate as a person in a role doing a job and relate to that subordinate's concerns, problems and issues in a way that is perceived as meaningful by him or her.

3 The relationship between them has to be empowering in the sense that it enables individuals to use their authority to maximum degree.

Paradoxically, this allows the choice to be psychologically absent. Miller says, 

"but perversely, it [the choice] is also enabling psychological presence because if one knows that one can go somewhere else, one can afford to be present psychologically and stay"
Empowered people are aware and can exercise choice. Control, no longer exclusively held by the engineering manager, is shared in a climate of learning and trust, advocacy and inquiry, dialogue and discussion characterised by open and direct communication. 

Under these conditions, I am hopeful that competent communicators can approximate the Ideal Speech State of Jurgen Habermas
 in which


"no force but the unforced force of the better argument holds sway".
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