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Right Way –

Right Results
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A Way to Look at our Roles as Leaders 

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:

“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.

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.
Right Results? – Right Way?

Clarifying the Differences


T

he “Right Results–Right Way” model presents us, as leaders, with a framework for looking at the effectiveness of other leaders and ourselves.  But it also poses a major dilemma – “Just what are the Results that are Right for us and our organization, and Just what Ways should we utilize in accomplishing those results?”  We have also found that “Results” are much easier for us to identify, measure and differentiate than are Ways.  

Results can be measured.  The quantity of the products produced.  The quality of that product.  Our Safety record, our compliance.  Even attitudes and perceptions of employees can be identified as measured results even though the measurement may be subjective.  

The “Ways” actually describe how we accomplish the results.  The process, step by step, which creates the product, which solves the problem, which involves the people.  Ways don’t describe the destination or where we want to go – they describe the road we plan to travel and the methods, tactics, interactions, and activities we will use to get to the destination.

The exercise below contains a mixed plate of “Results” and “Ways.”  Your task is to simply clarify which is a Result and which is a Way and then be prepared to discuss your rational with the rest of the group.  

	
	Description
	Result
	Way

	
	
	
	

	1.
	Listen to understand before being understood.
	R
	W

	2.
	Insure that every employee is trained in basic fire/emergency procedures.
	R
	W

	3.
	Bring all impacted associates together, understand the issues, explore alternatives to resolve problems and make decisions.
	R
	W

	4.
	When initiating a team or project group, work with them to clarify their purpose.
	R
	W

	5.
	Resolve Issues with the right people.
	R
	W

	6.
	Require individuals and groups to account for their performance.
	R
	W

	7.
	Begin with the end in Mind.
	R
	W

	8.
	Improve production by 10%.
	R
	W

	9.
	Support well meaning failures
	R
	W

	10.
	Focus on the critical few elements that create the greatest opportunity for improvement.
	R
	W

	11.
	Create an atmosphere that supports risk and individual ownership.
	R
	W


	
	Description
	Result
	Way

	
	
	
	

	12.
	Review each employee’s performance annually
	R
	W

	13.
	Confront associates with the results, consequences and benefits of their actions
	R
	W

	14.
	Create a Mission statement for your department by the end of the month
	R
	W

	15.
	Regularly discuss the business situation with employees to ensure they understand priorities and needs.
	R
	W

	16.
	Create an open dialogue around Williams core values
	R
	W

	17.
	Develop format for 360 feedback for all supervisors
	R
	W

	18.
	Complete six improvement projects by the end of the year
	R
	W

	19.
	Share information and coach employees in a way that encourages ownership and accountability
	R
	W

	20.
	Share information in order to develop a proactive approach to planning and organizing work in your area
	R
	W

	21.
	Create an atmosphere of high challenge and high support within your area
	R
	W

	22.
	Develop challenging goals and objectives that are aligned with the refinery’s objectives.
	R
	W

	23.
	Actively seek feedback from those you work with and for.
	R
	W

	24.
	Ensure group performance by balancing budget restraints and achievable outcomes
	R
	W

	25.
	Use input from everyone in your group and those you are most interdependent with as you seek to develop goals and objectives.
	R
	W
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