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Core Values and Beliefs

Day 2

INTRODUCTIONS

Meeting Participants

Expectations for this session:

1. Identify below specific expectations you have for this session:

2. Identify below specific concerns you have about this session:

Coaching Training Core Team

A Team was established in March to guide the overall direction of Supervisory and coaching development at the Memphis Refinery.  This group identified the following expectations and purpose for these workshops:

Purpose of this Group

· To define the expectations and responsibilities of the Williams Memphis Refinery Leader and create, continually evaluate and improve a framework for developing technical and people skills through assessment and learning opportunities.

Understanding Williams Overall Focus

· Building bench strength

· Building Workforce competencies

· Living values of organization 

· Right Way – Right Results

· Collaborative environment

Key Outcomes for this process

· Develop consensus around what the role of supervisor/leader is and what skill sets are needed

· Common Way of thinking – consistency of management

· Tailor to culture

· Addresses individual needs

· Identify skills needed in supervisor

· Identify the role of leadership

· Align with Williams organization – values and beliefs

· Include core values and how we apply them

· Learn to integrate results and the right way

· Look for flexibility and growth

x

24 Questions
A Questionnaire on Transitional States in a Participative Environment


( 2000, STS International, Inc.

This Questionnaire will help you assess how you interact with your team or workgroup.

It consists of 24 issues which you regularly face in day-to-day operations.  You may be personally involved in some of these areas; others may not affect you directly.  Take this opportunity to reflect on where you are today and in what areas you would like your team to grow.

Instructions:

For each of the Topic/issues below, indicate the type team involvement you would generally exercise.  Circle the number that best reflects your opinion:

1. Handle myself and inform the team

2. Handle Myself with team Discussion

3. Handle Jointly with Team

4. Allow the team/group to handle

TOPIC/ISSUE
TYPE OF PARTICIPATION





Handle Myself &

Inform
Handle

Myself

With Team

Discussion
Handle

Jointly

with Team
Allow 

Team to

Handle

1. Interpersonal Conflicts between team members
1
2
3
4

2. Tardiness & Absenteeism
1
2
3
4

3. Performance Appraisals 
1
2
3
4

4. Production/Operating Problems 
1
2
3
4

5. Inappropriate communications: Rumors/Grapevine/Gossip
1
2
3
4

6. Production Schedules
1
2
3
4

7. Safety-related Issues
1
2
3
4

8. Advancement/Promotion Decisions
1
2
3
4

9. Team/Area Meetings and communications
1
2
3
4

10. Work Assignments/Projects (Distribution, Updates, etc.)
1
2
3
4

11. Disciplinary Action
1
2
3
4

12. Overtime Scheduling
1
2
3
4

13. Equipment Troubleshooting and problem solving
1
2
3
4

14. Goal Setting
1
2
3
4

15. Budgetary Spending & Control
1
2
3
4

16. Evaluation of my (Coach’s) Performance
1
2
3
4

17. Performance Results  (Unit, Department, Organization)
1
2
3
4

18. Other Department's Problems that Affect my Department
1
2
3
4

19. Policy & Procedural Issues that are Unclear or Unproductive
1
2
3
4

20. Sacred Cows, Taboos & – Untouchable Ideas
1
2
3
4

21. Customer Complaints
1
2
3
4

22. Organizational Structure
1
2
3
4

23. Employment Decisions – (Hiring)
1
2
3
4

24. Employee Terminations  – (Firing)
1
2
3
4

Right Way – 

Right Results

A way to Look at our Roles as Leaders in the Mid South.

History of the Right Way Right Results Tool

...It all began at GE
In 1995, GE’s CEO, Jack Welch, wrote in his annual letter To Our Share Owners:
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“Our dream, and our plan, well over a decade ago, was simple.  We set out to shape a global enterprise that preserved the classic big-company advantage while eliminating the classic big-company drawbacks.  What we wanted to build was a hybrid – an enterprise with the reach and resources of a big company and the body of a big company, but the thirst to learn, the compulsion to share and the bias for action – the soul of a small company.


...The problem was some of our leaders were unwilling, or unable, to abandon big-company, big-shot autocracy, and embrace the values we were trying to grow.  So, we defined our management styles, or “types,” and how they furthered or blocked our values.  And then we acted.”

Source: GE 1995 Annual Report, Letter to our Share Owners
Welch wrote of his Management Types...
Type 1


“...not only delivers on performance commitments, but believes in and furthers GE’s small-company values.  The trajectory of this group is ‘onward and upward’.”

Type II


“...does not meet commitments nor share our values – does not last long at GE.”

Type III


“...believes in the values but sometimes misses commitments.  We encourage taking swings, and Type III is typically given another chance.”

Type IV


“...is the most difficult.  One is always tempted to avoid taking action because Type IV’s deliver short-term results.  But Type IV’s do so without regard to values and, in fact, often diminish them by grinding people down, squeezing them, stifling them.  Some of these learned to change; most couldn’t.  The decision to begin removing Type IV’s was a watershed – the ultimate test of our ability to “walk the talk,” but it had to be done if we wanted GE people to be open, to speak up, to share, and to act boldly outside traditional “lines of authority” and “functional boxes” in this new learning, sharing environment.”

GE Management Types
Welch created his Management Styles or Types as a way to sort out his most capable leaders from those who were holding the organization back.
[image: image2.wmf]Leader Gets

Another

Chance

“C: Player

GE Moves 

LeaderOut

Leader

Changes or is 

Moved Out

“A” Player

Leader 

Continues

Onward and

Upward

Type IV

!

Delivers short-

term results

!

Does not

behave within

GE Values

Type II

!

Does not meet

commitments

!

Does not share

the GE values

PERFORMANCE

Type I

!

Delivers on

performance

!

Furthers GE

values

Type III

!

Not meeting

performance

goals

!

Lives the GE

Values

VALUES


What is the Right Way Results Tool?

...How can we benefit from it?
“It became clear that some of the rhetoric heard at the corporate level about involvement and excitement and turning people loose did not match the reality of life in the business.  The problems was some of our leaders...”










- Jack Welch

Welch defined excellence in leadership, his “Gold Standard,” as both performance on commitments and furthering the GE values.  By mapping performance on one axis and values on the other, he could create a grid that would be used for talent assessment and succession planning.


Since 1995, Welch’s grid has seen many adaptations in consulting firms and organizations around the world.  Regardless of how it might be configured, 4 boxes, 6 boxes, 9 boxes or more, the goal of Welch’s Type Grid and our Right Way Right Results Tool is to provide a visual way to portray a balanced assessment of an organization’s talent.


It has become a “balanced scorecard” for Leadership.  Last year, McKinsey reflected Welch’s Gold Standard philosophy and “A”, “B”, and “C: Player construct as a best practice in their War for Executive Talent research.
How Williams will use the Right Way 

Right Results Tool
A Measure of Leadership Talent


The Right Way Right Results matrix that will be used to assess William’s leadership talent follows the basic underlying principles originally used by GE.

Right Way


The Right Way axis will assess our executive’s leadership competencies and demonstrated abilities.  Our Core Values and Beliefs, Executive Performance Reviews and 360 feedback can be used as criteria to assess the Right Way.

Right Results

 
The Right Results axis will assess actual performance levels and demonstrated, observable results.  Both financial and business results can be used as criteria and measured by individual and EICP goal achievement, operating profit, revenue targets and accomplishing objectives.


These dimensions will provide a composite of a leader’s talent and provide Williams with the information necessary to build our leadership bench strength and manage our talent portfolio – one of our most important assets.

(Insert – Core Values and Beliefs – Williams)

Coaching Roles
Team Exercise 1


In order to prepare for improving our skills and abilities to coach and manage an organization in the Right Way with the Right Results, we need to come to a common understanding of what our what the specific roles and responsibilities are for us.  With your group identify the following:

· What specific results are we responsible for achieving with our workgroup?  These are the “Right Results” and include such areas as production, people, organization, community, etc.)

· For each of the specific results above – identify the degree of participation expected of me to do it the right way”

· Handle myself (1)

· Handle myself and inform (2)

· Jointly handle (3)

· Allow the team to handle (4)

· Identify a list of “methods” in which I must be skilled if I am to get results in “the right way.:

· As a group evaluate the responsibilities and methods to identify:

· The results we are best at achieving

· The results we do worst in.

· The methods we function most comfortably in

· The methods we know we need to use but are most uncomfortable for us.

· Share your results with the other groups. 

Leadership Alliance

Video Presentation – Tom Peters

The Leadership Alliance will focus on 2 specific cultural and leadership transformations in organizations like ours.  Please identify similarities and differences in the new leadership styles and culture of these two organizations.

General Motors

Results – Similar to us
Results – different from us




Methods – Similar to us
Methods – different from us




Harley Davidson

Results – Similar to us
Results – different from us




Methods – Similar to us
Methods – different from us




Leadership Competencies

Team Exercise 2  -- Lominger Tools
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