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Williams Refining L.L.C.

Leadership Development

Module 1

Leading

And

Coaching
Agenda And Contents
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Day 1

· Introductions

· Personal Expectations and Concerns

· “Coaching the Williams Way”

· 24 Questions – Applying How We Coach

· Overnight reading and work:

· Right Way – Right Results

· History of the Right Way Right Results Tool … It all began at GE

· Welch wrote of his Management Types

· GE Management Types

· What is the Right Way Right Results Tool?

· How can we benefit from it?

· How Williams will use the Right Way Right Results Tool

· Core Values and Beliefs

· Lifescripts (Complete the Personal Assessment)

Agenda And Contents (continued)
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Day 2

· Leadership Roles:

· Review Key Roles As Leaders

· Identifying Specific Responsibilities Within Each Role

· Identifying The Degree of Participation Expected of Us As Leaders to Meet Our Responsibilities

· Identifying Key Competencies Necessary To Be Effective In Our Roles & Meet Our Responsibilities

· Identifying Key Competencies We Are Most Comfortable With and Those We Are Uncomfortable With

· Leadership Alliance Video

· Personal Style - Lifescripts

· Individual Change Process

· Key Areas of Future Focus

· Summary/Conclusions

· Quotes Worth Remembering
· Introductions
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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:

 Leadership Development Core Team
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A Team was established in March to guide the overall direction of Supervisory and Leadership development at the Memphis Refinery.  This group identified the following expectations and purpose for the first phase of this development process:

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

· Increase leadership bench strength

· Increase  workforce competencies

· Living the values of the organization 

· Right Way – Right Results

· Building a 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

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 in the table on the next two pages, 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 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

Overnight Reading Opportunity


A Way to Look at our Roles as Leaders 

At Williams Refining, LLC

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.
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...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.
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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.



Core Values and Beliefs

Integrity.  Integrity must not be compromised. Honest relationships and trust are essential for long-term business success.  We deal fairly in all our business relations.

Investors.  We are committed to providing our investors an attractive return over the long term.

Customers. Customers are the essence of our business.  Customers are all parties with whom we deal.  We work to satisfy our customers’ requirements and anticipate their expectations.  To succeed, we must work with our customers to help make them winners, too.

Employees.  People are the Company’s most valuable resource.  Employees possess immense powers of innovation, skill and a desire to accomplish something of significance.  Working as a team enables all of us to realize our full potential.

Communities.  We recognize and enthusiastically accept our responsibility to the communities we serve, through acting as a good neighbor and through involvement and support for community activities.  We are committed to protecting the public, the environment and our natural resources in a safe, reliable manner.

Entrepreneurial Spirit.  We maintain a corporate culture that values originality, invention and creativity, and that nurtures these qualities through openness and reverence for the entrepreneurial spirit.

Tolerance for Risk.  The Company’s willingness to take risks in deploying new technology and investing in large capital projects is central to its culture and its success.

Efficiency.  Efficiency means the difference between success and failure.  We will relentlessly pursue a more efficient way to do everything we undertake.

Autonomy of Operating Units.  The autonomy of operating units is important to promote focus, fast decision making and ultimately commitment, which is essential for success.  At the same time, cooperation must exist so that operating units work efficiently together and share ideas.  Autonomy and entrepreneurial spirit go hand in hand.

Change.  We welcome change for the opportunities it offers.

Leadership Roles
Team Exercise 1


In order to prepare for improving our skills and abilities as leaders to coach and manage our organization in the Right Way to achieve the Right Results, we need to come to a common understanding of what our specific roles and responsibilities are as leaders.  

Below are the key roles for leaders in our organization as developed by the Leadership Development Core Team:

· Getting the Job at Hand Done

· Continuous Promotion of Safety and Environmental Awareness

· Continuous development of Self and Others

· Administrative Duties

· Plan Ahead

With your group identify the following:

· Are there any Key Roles that the Core Team missed?  If so, list them.

· Within each Key Role, what are our responsibilities as leaders to be effective in these roles.  

· For each responsibility of us as leaders within each role– 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)

· Complete the Lominger card sort to determine the key competencies that we as leaders must be skilled in if we are to meet the identified responsibilities in “the right way:

· As a group evaluate these key competencies to identify:

· The competencies we are good at or comfortable with.

· The competencies we are not at or are uncomfortable with.

· Share your results with the other groups. 

Core Team – Leadership Roles


The Core Team also identified the responsibilities of leadership within each role.  Please look at this information and compare it to your findings.  

· Key Roles of Leaders

· Getting the Job at hand done

· Delegating responsibility

· Insure clear understanding

· Procedure

· Safety/environment

· Follow-up / Closure

· Continuous Promotion of Safety and Environmental Awareness

· Know plant condition

· Inform all

· Listen and observe

· Continuous development of self and others

· Technical training

· Getting input for planning/completion of work

· Clearly communicate expectations

· Give and receive feedback

· Administrative duties

· Scheduling

· Checking data/targets

· Time cards/misc. paperwork

· Work order/ EMPAC

· Plan Ahead

· Short term/Long term planning

· Problem solutions/innovations

· Cost considerations

· Resources needed

· Communicate strategy and vision to others

Core Team – Leadership Roles


Some Questions:

What did they miss?

What did you miss?  

How can we get to the primary roles and decide where we most need to improve?

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 between the new leadership styles and culture of these two organizations and our organization..

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

Complete the Lominger Card Sort as an Individual and Note your Most and Least Important competencies Below:

	
	Most
	Leadership Skill
	Least

	1
	
	Action oriented
	

	2
	
	Dealing with ambiguity
	

	3
	
	Approachability
	

	4
	
	Boss relationships
	

	5
	
	Business acumen
	

	6
	
	Career ambition
	

	7
	
	Caring about direct reports
	

	8
	
	Comfort around higher management
	

	9
	
	Command skills
	

	10
	
	Compassion
	

	11
	
	Composure
	

	12
	
	Conflict management
	

	13
	
	Confronting direct reports
	

	14
	
	Creativity
	

	15
	
	Customer focus
	

	16
	
	Timely decision making
	

	17
	
	Decision quality
	

	18
	
	Delegation
	

	19
	
	Developing direct reports
	

	20
	
	Directing direct reports
	

	21
	
	Managing diversity
	

	22
	
	Ethics and values
	

	23
	
	Fairness with direct reports
	

	24
	
	Functional/technical skills
	

	25
	
	Hiring and staffing
	

	26
	
	Humor
	

	27
	
	Informing
	

	28
	
	Innovation management
	

	29
	
	Integrity and trust
	

	30
	
	Intellectual horsepower
	

	31
	
	Interpersonal savvy
	

	32
	
	Learning on the fly
	

	33
	
	Listening
	

	34
	
	Managerial courage


	

	35
	
	Managing & Measuring 

Work
	

	36
	
	Motivating others
	

	37
	
	Negotiating
	

	38
	
	Organizational agility
	

	39
	
	Organizing
	

	40
	
	Dealing with paradox
	

	41
	
	Patience
	

	42
	
	Peer relationships
	

	43
	
	Perseverance
	

	44
	
	Personal disclosure
	

	45
	
	Personal learning
	

	46
	
	Perspective
	

	47
	
	Planning
	

	48
	
	Political savvy
	

	49
	
	Presentation skills
	

	50
	
	Priority setting
	

	51
	
	Problem solving
	

	52
	
	Process management
	

	53
	
	Drive for results
	

	54
	
	Self development
	

	55
	
	Self knowledge
	

	56
	
	Sizing up people
	

	57
	
	Standing alone
	

	58
	
	Strategic agility
	

	59
	
	Managing through systems
	

	60
	
	Building effective teams
	

	61
	
	Technical learning
	

	62
	
	Time management
	

	63
	
	TQM/re engineering
	

	64
	
	Understanding others
	

	65
	
	Managing vision and purpose
	

	66
	
	Work/life balance
	

	67
	
	Written communications
	


Personal Style
Team Exercise 3 – Lifescripts – an inventory of personal strengths


You should have completed the Lifescripts assessment.  Now with your group accomplish the following:

· Score your individual instrument noting:

· Your preferred style under normal conditions

· Your preferred style under stress

· Discuss with the group each of the 4 styles and create a common understanding of the strengths and weaknesses inherent in each style.

· Within each style decide:

· What style characteristics support effective Coaching behavior?

· What style characteristics are barriers to effective Coaching behavior?

· What will a coach with that style most need to learn?

· Take a look at the differences in style of your group by plotting them on the 

four quadrant grid.  Discuss the strengths and weaknesses of your group in coping with normal and stressful situations.

· Which personality types are most prevalent in the group?

· What “group” styles are most likely to be exhibited in a crisis?

· What do we as a group most need to learn to be most effective in our style?

· Identify your key learnings about personal style and be prepared to further discuss them with the other group(s).

Individual Change Process

Personal Focus and Improvement


Continual improvement requires continual change.  Leading the change requires changing the Leader.  Initiating, implementing, accomplishing, and sustaining change requires individuals who are continually looking at themselves to improve, change, and grow, and have developed, either purposefully or inherently, an Individual Change Process with the following key elements:

Felt Need

People will change if they really feel the need to change.  This felt need can be either:


Externalized—Imposed on the individual by:



Fear/Threat



Punishment



Crisis



Guilt



Coercion


Internalized—Generated and owned internally with:



Clear data



Feedback



Information



Vision of what you want to achieve



Involvement



Reward

Most felt needs start from externalized sources, but must be internalized in order to have lasting effects.

Individual Change Process (continued)
Personal Focus and Improvement


Third Party Feedback

People need the involvement of a significant “other person” to get a clear view of if, how, and how much they are changing or staying the same.  


We can’t go it alone



We are interdependent with the individuals around us


We cannot see ourselves clearly in our own mirror

A process which involves others will allow us to seek a balanced, 360 degree, three dimensional, historical and visionary perspective.  We may then choose our responses and take the necessary course corrections to move forward in our changes.

Recommitment and renewal

People can sustain change over the long haul if their processes help them:



Move from the general to the specific





Move to new connections and ties



Move from either/or to both/and





Differentiate and distinguish improvement



Move toward self-esteem and self-confidence



Build on interdependent relationships
Summary/Conclusions

QUOTES WORTH REMEMBERING:
“It’s hard work to make improvements

without changing anything.”









‑ Mikhail Gorbachev

“Best is the enemy of Better.”









‑ Anonymous

“It’s got to be the going—not the ‘gettin’ there’

that’s good.”









‑ Harry Chapin

“All People Dream...but not equally.  

They who dream by night

in the dusty recesses of their minds

wake in the day to find that it is vanity.  

But the dreamers of the day are dangerous,

for they act their dreams with open eyes,

to make it possible.”









‑ T. E. Lawrence

“The joy of this quest if not in triumph over others,

but in the search for the qualities we share with them

and for our uniqueness,

which raises us above all competition.”

· Theodore Roszak

“The sages do not consider that making no mistakes is a blessing; they believe, rather, that the great virtue of man lies in his ability to correct his mistakes and continually to make a new man of himself”

                                           - Wang Yang-Ming – Philosopher

“In times of drastic change, it is the learners who inherit the future.  Those who have finished learning find themselves equipped to live in a world that no longer exists.”

                      - Eric Hoffer (1902-1983) Longshoreman & Philosopher

Notes:
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