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An Executive View: Dr. Heinz G. Buschang
Formerly of Kodak, Shares How Behavior Impacted

His Success in Leadership and in Teaching
By Gail Snyder

n the early 1980s when Heinz G. Buschang first
I heard about behavioral management, he wasn’t

impressed. Aubrey Daniels, founder of Aubrey
Daniels International (ADI), and several associates
had presented the science of behavior as applied to
leadership strategies to a management group at Ko-
dak Colorado. As a department manager (at that time)
who attended the session, Buschang remembers, “I was
one of the skeptics.” Even after completing a two-week
training session, Buschang wasn’t sold on the process

Buschang became so
successful in using behav-
ioral methods to improve
operations that ADI’s con-
sultants asked him to be a
model for the executives of
other organizations.

— Gail Snyder



AN EXECUTIVE VIEW: DR. HEINZ G. BUSCHANG

that focuses on identifying, measuring, pro-
viding feedback, and reinforcing the human
behaviors that determine the success of any
endeavor—business or otherwise. “The Colo-
rado division gave us a choice about whether
we wanted to do this in our groups. I initially
said no. And so I was a hold-out,” he says.

THE “AHA” MOMENT

An undergraduate degree in chemistry and
physics, an MBA emphasizing management
and finance, and a leadership position as a
Marine in Vietnam, buttressed Buschang’s
view that this behavioral approach was all
about the soft stuff. His opinion was that
most reported successes attributed to using
this approach lacked important functional im-
pact. “My thinking was that you can do a lot
of wonderful things but if you are not work-
ing on improving a bottleneck operation, the
gains are sort of an illusion, because nothing
really changes at the bottom line. Once I re-
ally understood that, I said ‘Aha, now I know
how to focus this,”” he explains, adding, “Now
I also know that you don’t have to be strategic
early on, because people need to learn, get
comfortable, and experience some successes
early on. But for this technology to really im-
pact the bottom line, you have to focus it on
things that truly make a difference.” Shortly
thereafter, as a committee member working
on a behavior-based compensation model,
Buschang’s enthusiasm escalated, “I realized
I could really create some benefits for Kodak.
That’s when I jumped into this full bore.”

LIVE AND LEARN

“I decided that with my technical background
I needed quite a bit more people skills, so I
became a student of Aubrey’s material and
went off and got my Ph.D. in a human-elated
field [Human Resource Development]. I was

absolutely influenced by behavioral management
in getting that particular doctorate,” Buschang
states. “The science was all about deliberately,
systematically being able to help motivate peo-
ple. Back in the 1980s and 1990s everybody said
that you can’t motivate anybody. Everybody be-
lieved that! I think people do a lot of things to
help demotivate people, but at least you can cre-
ate the opportunity for people to be motivated.
I wanted to learn as much as I could about that;
also I became very successful within Kodak with
behavioral applications.”

In fact, Buschang became so successful in
using behavioral methods to improve opera-
tions that ADI's consultants asked him to be
a model for the executives of other organiza-
tions, who often visited and conferred with
Buschang. In effect, he had successfully weld-
ed the nuts and bolts of technology with the
behavioral approach to problem solving. With
ever-iincreasing responsibility Buschang’s
leadership became instrumental in creating
organization design and implementing major
change initiatives. His accomplishments, too
many to list here, include the following:
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It doesn’t seem to
matter which industry
you work in because
the technology and the
processes are different
but the behavioral
human leadership
issues are all the same.

— Heinz Bushang

* Implemented Lean Manufacturing and re-
duced in-process inventories by over $100
million per year

* Increased process reliability to achieve 99 per-
cent on-time delivery to internal customers

* Reduced chemical and product waste by
$120 million

* Reduced major quality incidents (defined
by returned product) to zero

* Negotiated and coordinated product load-
ing strategies among the major manufac-
turing plants worldwide

* Implemented statistical process control
strategy that became the model for other
Kodak manufacturing areas

* Championed technical improvements re-
sulting in a 40 percent capacity increase
in the first year and increased productivity
of several hundred million dollars

The former hold-out now used the behav-
ioral technology as a foundation for a diversity
of projects as he also provided informal lead-
ership to Kodak’s worldwide Film-Base manu-
facturing team to develop best practices, share
technical knowledge, and provide opportunities
for personnel development. He recalls that pop-
ular processes such as statistical process con-
trol and Lean Manufacturing were often only
marginally successful
in most businesses
at the time, because
such processes failed
to factor in the hu-
man element. “Those
technologies are rela-
tively easy,” he says.
“Getting people to use
the technology is the
hard part, because in
some cases the day-
to-day applications

made work more difficult. For example, with
statistical process control, people have to hon-
estly collect data and shut a process down if it
is moving out of control. There has to be a ve-
hicle for reinforcing people and sustaining that
behavior, instead of punishing the behavior.”

SHARING THE SCIENCE

As his retirement with Kodak approached,
Buschang knew that he wasn’t ready to rest.
“Stopping is boring,” he comments. So he
started his own behavioral consulting firm,
HGB Associates, in which he provided one-
on-one executive coaching for linking leader-
ship practices to the attainment of business
results. Once again, this new turn in his ca-
reer lead to a series of successes:

¢ Leading the design and implementation of
a refinery-wide culture change of a large
oil refinery

* Working with a global engineering and
construction company’s European, Afri-
can, and Asian divisions to improve the
business and leadership skills of the re-
gional president and top 30 executives
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DR. BUSCHANG ON BUSINESS ETHICS

“I think the focus on executive ethics has obviously increased. Everybody's talking about ethics.
But one of the things | ask my faculty is this: If Bernie Madoff had aced an ethics exam, would he have
acted any differently? And the answer is probably not, because ethics is not something that you can
create by only intellectual understanding. One of the things that I'm really proud of with Regis University
is that because we're a Jesuit school, we were into ethics, real fundamental, not religious, but basic

ethics before the subject of ethics became popular.

“All of our programs and courses have a very strong ethics component. That component is de-
signed to have a fransformational impact so that people redlly live the ethics. We look to our faculty
to model values in the classroom in how we interact with our students and with each other. We expect
that to be a fundamental skill and philosophy that our students have when they leave.”

* Designing a comprehensive Performance
Management system for an international com-
pany that is currently implemented worldwide

e Achieving a substantial, long-term reduc-
tion in the rate of motor vehicle accidents
(50 percent within six months) of a U.S.
petroleum company in Nigeria

According to Buschang, the behavioral
approach is consistently applicable despite
function or venue. “It doesn’t seem to matter
which industry you work in because the tech-
nology and the processes are different but the
behavioral human leadership issues are all the
same. The universal thinking centers around
clarity of direction, helping people become
successful by removing roadblocks and barri-
ers, giving good feedback, and then linking the
formal/informal rewards to performance. That
is a universal issue. It doesn’t matter which
industry or whether it’s related to Six Sigma,
or Lean, or financial performance, or safety;
they’re all pretty much the same,” he says.

THE LEADERSHIP BLIND SPOT

Leadership’s lack of self-examination is another
business element that Buschang sees as remain-
ing “pretty much the same” across the board. “I
don’t think we ever, ever had an engagement

with somebody without there being a need for
better leadership,” he comments. “They always
state their problems around symptoms. We
can’t quite implement our strategy or we think
there seems to be a morale problem or our per-
formance could be better in certain areas, or
we have a safety issue. And those things never
turn out to be the main problems; they always
turn out to be a gap in leadership.

“The operational issues are usually re-
solved. Either they're not properly financed
or supported such as the technology doesn’t
work or people just aren’t doing what we think
they ought to be doing. But in many cases, we
haven’t told them that or we have systems that
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work against them or we assume that just be-
cause we tell people that they’re going to do it.

“Certainly leaders need to understand
the business that they're in and they cer-
tainly need to understand the competitive
environment. Otherwise they can’t create
clarity of direction. Those things are funda-
mental, but once they have a clear under-
standing of where they want the business to
go, the best advice I can give is to really un-
derstand how to lead people to get there.

“It’s a blind spot that organizations have.
We all think we hire the best people; we hire
good leaders, and all of that. Yet there’s that
blind spot about what really is good leader-
ship and differentiating between just good
leadership that gets results and recognizing
how the results are attained, so that perfor-
mance is long-term, sustainable. This is one
of the most common issues in organizations,
even at the university level.”

TEACHING FROM EXPERIENCE

Speaking of the university level . . . several
years ago, Dr. Buschang accepted the chal-
lenge of teaching for Regis University’s School
of Management, based in Denver, Colorado.
As primarily an online professor, he had the
flexibility to continue his consulting work and

he built behavioral principles into his material
whenever appropriate. Currently, he is the
Dean of RU’s School of Management, the larg-
est school on a campus of approximately 5,000
students. He is also the Acting Academic Dean
of the College for Professional Studies which
currently has well over 10,000 students.

Dr. Aubrey Daniels has for years wondered
aloud why business schools don’t require an un-
derstanding of behavioral management in their
curriculums and Buschang is now in the posi-
tion to push that concept forward. “When I was
teaching, I was mostly teaching in the school’s
leadership program,” he explains. “That is ac-
tually the reason that Aubrey and I re-estab-
lished a relationship. When I first became Dean
about a year ago, I called Aubrey on the spur of
the moment because I wanted something that
would differentiate the business school and our
MBA and our leadership program.

“When I explained what I was trying to
do, he said he would be happy to collabo-
rate with me. Now we are building a major
program around the behavioral material. As
far as I know, we will be the only business
school that will offer a Masters of Science in
Organizational Leadership program that’s
built around the human sciences.”

The irony of once being the hold-out for
implementing behavioral change is not lost on
Buschang. With an impressive career in indus-
try, entrepreneurship, and now in higher learn-
ing—he recently received the Excellence in
Teaching Award—Buschang doesn’t hesitate to
accredit his evolution from skeptic to scholar.
“Without the profound influence that Aubrey,
his material, and the people associated with Au-
brey have had on what I did at Kodak, my con-
sulting practice, my career, and my life, I could
never have accomplished anything close to
what I did,” he says. “We have come full circle.”
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CASE STUDY

[About the Author]

GAIL SNYDER

Gail Snyder is a staff writer for Aubrey
Daniels International. For the past 27
years, she has worked with clients to
share their stories of the impact the sci-
ence of behavior has had on their people
and their business. In addition, Gail was
the editor of Performance Management
Magazine from 1987 to 2004.

[About ADI]

Regardless of your industry or expertise,
one thing remains constant: People power
your business. Since 1978 Aubrey Dan-
iels International (ADI) has been dedicat-
ed to accelerating the business and safety
performance of companies worldwide
by using positive, practical approaches
grounded in the science of behavior and
engineered to ensure long-term sustain-
ability. ADI provides clients with the tools
and methodologies to help move people
toward positive, results-driven accom-
plishments. Our clients accelerate strat-
egy execution while fostering employee
engagement and positive accountability
at all levels of their organization.

CONNECT WITH US

aubreydaniels.com/stay-connected
web: aubreydaniels.com

blog: aubreydanielsblog.com
twitter: twitter.com/aubreydaniels
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