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Introduction

When we began production of The Excellence F;les, our .
goal was to illustrate the latest trends in managcmcnt thinkin
We were looking for what the most i:ughly admn'cd corpora
tions and government agencies were domg to pr::paro for the .
next century. The film prowdcs viewers with the first- m—dcpth
on-screen look at successful busmcss stratchcs smcc In Seaﬂ:h
of Excellence was mtroduccd in 1985 ' :

During the 86 mmutc program scven compamcs and one gov-
ernment agency are prcscntcd Each was ‘chosen by peer review
(such as Farmm Magazmc s Most Adnurcd Compamcs) or
because the organization had' rcccwed significant accolades
from thc media and acadcmla

This workbook is’dcs’igncd to Supplcmcnt The Excellence Files.
It will provide trainers and pa.rnapants with additional informa-
tion: on each orgamzatlon, as well as an overview of key lessons
found in the case study (or “file”). Exercises and questions are
included to gcncratc ideas for implementing these lessons in
your organjzétioﬁ.? "

Each organization profiled in The Excellence Files has mastered
the fundamentals. They all deliver quality products, provide
superior customer service and are continuous innovators.
What, then, are the elements that make them special? Three

themes emerge:

First and foremost, there is a focus on people. Timberland,

USAA, Whole Foods Market, Southwest Airlines,

BankBoston,/Work Family Directions, and Rubbermaid are all

shown attempting to create environments where employees will 1_'
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feel committed to the company’s mission and can give it their
all. In each case, these organizations realize that superior ser-
vice, innovation and quality come from motivated and commit-
ted workers.

No less important is the need to have a focused: stratcgy Coca-
Cola has developed a clear and hugely succcssful stratcgy as a

result of its disastrous launch of new Cok,:__' 1_985 Southwcst
has a simple strategy — to provide cfficient, no fiﬁ'llls service to'
short-haul, direct flight passengers.. bbcrmmd conccn Aty
on innovation and speed. '

Finally, each realizes the néed to be opento changc Almost--
every one of the CEO’s we mt_crwewcd' emphasizcd ;h_c need to

be nimble and cntrcprcneunai Every organization: must be
willing to adapt qmckly to chan" r g-markct rcalmcs

Strategic vision, ﬂc:xxblhty in the facc ef changc and working to
develop: a committed workforcc are essential requirements for
competitive success in the years. ahcad' This workbook will help
focus you. and your organization around these driving impera-
tves. To help accomphsh thls cach chapter provides you with

f_thc followmg cicmcnts

Knawledge cb.eck Thls section recaps the key lessons from the
file, as well as prov:dmg in-depth review of the case study.

Discms/Debate:' Each of the files in the program delivers a
wealth of information on organizational strategy and behavior.
We have provided discussion questions, as well as observations,
for debate to help participants focus on the key lessons.

Reflection: As a precursor to the application exercise, a reflec-
tion exercise is provided, allowing participants to reflect on a
core concept.

Application: An application exercise is included to allow par-
ticipants to develop strategies for putting key lessons from the
program to work in their own organization.
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Additional suggestions for training are included at the end of
the workbook.

The Excellence Files contain many lessons. Most trainers and
educators will find many relevant teaching points in thc eight
files that will bring to life key training objectives. and prowdc
springboards for discussion and in-house exercises.: Th{: pro—
gram also provides a powcrﬁ.ll monvauon _for nag

ership and incentive for cmployccs
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Trainer’s Notes

This guide is for use wnh the v1dco The Ex' . j

tion on key conccpts prcsentcd and suggcstcd questions for
dlscussmn .

Thc acccsszblhty and ra of .thc messages in The Exsellence

settmgs and_ _sm_qatlpns Thc companies profiled represent the
cutting edge in certain modes of management activity and will
provide your audience with a wealth of great ideas for coping
with new challenges. Audiences who will find the video partic-
ularly wseful include:

Senior Management: The innovative concepts presented in
The Excellence Files represent some of the latest thinking on
ways to achieve corporate success. In addition, the input of the
CEOs at some of America’s most highly admired companies
provide a unique perspective on icadership for senior manage-
ment.
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Mid-Level Managers and Front-Line Supervisors: Managers at
all levels need to have a solid understanding of the key concepts
presented in this program to better cope with the new realities
of operating in a changing world.

Organization-Wide Training: It is important for ¢ h and

integral to undcrstandmg the changcs affcctmg orgamzamons
everywhere. These. case StudICS and cxpcrt‘chscussmns provide
teachers and students w1th insights that simply have not been

avaﬂablc unul thc release of this film. |

~ How to Use The Excellence Files

- This video and print package includes a number of elements to
hclp you mcct your trammg goals. The concepts presented in
this program will: represent a paradigm shift for many employ-
ces. For cxan}pltj: the concept of teams having hiring and fir-
ing authority will most likely lead to discussion and debate
regarding major changes in your organization.

The following is a list of action steps you can take in planning
and conducting a course using The Excellence Files. You may
want to modify these items to accommodate time constraints,
intended audience needs, and training goals.

Advance Preparations
There is a great deal of information in each of the eight “files.”
View the program in advance of the training session at least once. E.J
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Arrange to have a VHS videocassette player and a monitor
available for the training session. If you have more than 20
people attending, be sure to order at least a 25-inch monitor.
Remember to encourage participation. The management issues
presented here can trigger strong feelings and concéfns as well
as good ideas. Getting cveryone involved will help build con-
sensus on the issues and ownership of the soluuon :

v Obrtain one guide for each partlapant
v Test your equipment in advance and: adjust color;:
v Bring writing materials for eachi parti
v Determine in advance which of th

Sample Trammg Sessmn

Pre-screenmg Preparatuon. : e :
Welcome people to. the training sessmn and gwc thcm an
overview. of the program You may want. to address the con-

orgamzanonal goals

o ?Screenmg , .
o *Show The .Excellence Ftles You can watch the program in its
-icntlrcty or focus your trammg session on specific segments.

Post Screemng Discussion
Use the thcmcs___fr_om the program as a catalyst for discussion,
including: B

v Don’t be complacent

v Continuous learning

v Strategic focus

v The changing nature of teams

v Move fast

v Be open to change

v The value of the individual /building a committed workforce

v Balancing the four constituencies of employees, customers, shareholders and the
community

Second Screening
You may find it valuable to rescreen the program after discussion. _6_|
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Counter Reference
In order to facilitate the training process, you may want to set
the counter on your VCR to move it to specific files in the
video. First, make sure your tape is fully rewound and the VCR
counter is set to 000. At normal playing speed, or 'fﬁas’t forward,
run the tape and note the counter reading that. corrcspands to
the beginning of each segment. We suggest that yo
Enterprisc Media logo as the starting point. ;

000 Enterprise Media Logo e

Open. Introducmg thc kcy -thcmc of thc program
evclopmg stratcglcs to: managc changc ’

SouthwestAwlines Filc Tltic Company CuIturc
Out of thc Ordmary e

— Deﬁme Personnel Support Center Fllc Title:
o Changmg thc Govcrnmcnt Way.

——-—szberlaml ‘File Tide: “The Value of Community.

Rubbermaid. File Title:
"Sﬁcarﬁﬁnihg_fqr- Global Compettion.

- < ]}V]gole Foods Mavket. File Title:
21st Century Teams.

USAA. File Title: Future-Proofing the Business.

WED (Work/Famsily Divections). File Title:
Building a Committed Workforce.

Coca-Cola. File Title:
From Trouble: Marketing Opportunity.

Conclusion. Providing a brief recap of the key
lessons presented in the 86 minute program.
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File 1: Southwest A1r11nes

Company Culture: Out of the Ordmary

Knowledge check
Key Lessons & Overview ..

v Have fun and aliow pcopic to b __

v' Resist bureaucracy, avoxd hmrarchms and focu' on cor issues.

v Put cmpioyees ﬁrst,- .supcrior cus’tomcr...scrvichiﬂ follow.

v Stratcg;c hlrmg and tralmng are crmcal to bulldmg a committed workforce.

v Snck to a’ sunple focus

' There is little doubt th t'GEO Herb Kelleher and Executive Vice
Prés.id\:_nt Coi!e;i Barrett eicreated an organizational culture that
defies traditional ;ﬁusinéé§;'fﬁﬁlnkxng‘ There is also little doubt that
Southwest Alrlmes is-an outstanding corporation by almost all busi-

ness measures. i

Herb Kellecher began Southwest with a simple strategy: to provide
passengers with short-haul, direct flights at a reasonable cost. To
keep costs down, Kelleher cut out meals, frills and first class. This
simple, focused strategy has formed the core of Southwest’s success.

In addition, the 20-minute turnaround (which, as we describe in the
film, arose out of necessity), has provided Southwest with an addi-
tional strategic advantage - it is able to keep the planes in the air
more than its competitors, further enhancing profitability.
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All of this, however, wouldn’t happen if the people at Southwest
weren’t motivated and committed to the airline. Herb Kelleher has
realized the power of the “intangibles,” such as fun and respect, and
in the process has built a workforce that is the envy of his peers. As
stated in the program, Kelleher believes that if the comp@j}y takes
care of employees, they will then make sure that the:cus iziqg is well

served. If theses two interest groups are satisfied, then the company
will be profitable and the sharecholders rewa;dif_::d

Kelleher and Barrett reinforce the commltmcnt 10 peoplc 'm:vanous
ways. When you visit Southwest Au‘hncs corporate hcadquartcrs

you don’t see fancy artwork hangmg on thc walls, you see plcmrcs =

thousands of pictures of cmployees and' anagcmcnt_ in ccicbrations '

birthday parties, and other events; Thc:sc pictures’ Es

.tly, but cleariy,
illustrate the pcople focus of Southwcst E A

Herb Kelleher also has a rcmarkablc mc 10 for___namcs Many of the
employees we mterv:cwe 3¢

Herb remembcrcd thmr na ..'cr: only one mcctmg In simple
ways’ hkf.: this, Kelichcr shows that he _valucs and respects the people

who work for Soathwcst

.‘Emaliy, Southwcst Azrimcs spcnds a tremendous amount of time and
effort on hiring. Not oniy does the company read and evaluate every
rcsume subm:ttcd but thcy also carefully screen potential new hires.
Each new: hite is 1ntcrwewcd by a team of three employees drawn
from a pool of management and staff. All three must agree that the
candidate has what it takes to be a committed and motivated
Southwest employee for that candidate to be hired.

The company vigorously resists burecaucracy. Herb Kelleher and
Collen Barrett encourage people to get things done and not “go
through channels.” As Herb stated in our interview:

I bave often said that to be successful in business, you do not

bave to walk avound all day looking like & brick and so we

give people the opporrunity o be themselves. I mean, if you

have a good sense of bumor, use it. If you like to crack jokes,

do it and speak frankly and forthrightly at all times becanse

we cannot afford the bureancratic, bicrarchical tangle of _g__l
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people going through some kind of minuct dance and if you
want information, go to the people who have it and just ask
them divectly. Do not go through channels to get it which

takes up a lot of time. Basically, we give people the apparm-
nity to be themselves, to be individualistic.

All of this adds up to a culture where people work ve_.

lots of fun, while Southwest has grown into onc Of th most prof«
itable and successful airlines in the world. © v 0 e

Discuss/ Debate

first. According to: Ktllehcr th:s is one-of r_hc kcys to success and one

of the reasons for Southwest 5 outstandlng service record How does
your organization rank cmployccs customf:rs and shareholders? Do
you follow Herb Kelichar ] approach’ If not, dlSCllSS changing your
phllosophy to reﬂect it:

- f;Southwest is: cxtrcmciy sclcctwcm its hmng, both in evaluating
~resumes and in thc actual mter\ncmng Do you look for people who
:-sharc your orgamzauon S phﬂosophlcs> Do you have employees at
different levels interview: potential new hires? Discuss your hiring
phllosoph_y. in light of Southwest’s.

Fun is a part of the organizational philosophy at Southwest. The
company regularly celebrates peopie and tries to foster an atmosphere
of fun. What role (if any) does fun play in your organization? Do
you think that celebration and fun should play a more important
part? Discuss changing your corporate philosophy to create a culture
that celebrates people more. What would you have to do to effect
this?

Southwest resists bureancracy wherever possible. Is your company
hierarchical? Do you have rules and processes for everything? Are
they necessary? Do they get in the way of efficiently getting things
done? Discuss what you can do to “de-bureaucratize” your organiza-
don.
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Reflection Exercise: What Would Herb Do?

Imagine that Herb Kelleher is hired to lead your department, division
or organization. How might the culture around you changc> What

specific changes might Herb make? What effects mlght 1e new cul-
tural influences have on your customer service, your 'roduct quahty,
your productivity or profitability? What change rake i

the overall business strategy?

Application Exercise: BndgmgCulture Gaps

An organization’s culture is comprised of a distinct constellation of

beliefs, values, work styles'a'nd'relanonsmps ‘It is the social glue that

binds members of an orgamzanon thr ugh sharcd bchawor and emo-
tions.

In the. followmg cxcrc:sc; ndg e gap bctwcen the culture at your

orgamzanon and the_ cul ure at Sauthwcst

' :_;' .Step 1: Dcﬁnc Southwcst S cuh:urc -On the left side of 2 whiteboard
- {or flip chart) | hst' ﬂ"if: cultural charactcnstlcs of Southwest Airlines.
E :Use thc culturc qucstzonnaxrc (below) as a guideline in creating this

list.

Step 2: Define your culture. On the right side of the whiteboard, list
the cultural attributes of your organization. Create your list in the
same manner in which you create the list for Southwest using the cul-
ture questionnaire below.

Step 3: Create a strategy for change. Review the cultural characteris-
tics of Southwest and circle those attributes that might be effective in
your organization. To evolve a culture, current systems need to be
modified, or new systems need to be created to encourage new
behaviors. For example, if an organization decides that it wants its
employees to be more customer-focused it might change its training
and development program, its recruiting and staffing process or its
socialization model for new members. For each circled cultural char-
acteristic list the system (or systems) within your organization that
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need to be changed to evolve that attribute into your culture, and
then develop a list of action steps to begin changing those systems.

Culture Questionnaire ik

1. Communication Patterns: Is organizational- com

tion open or closcd authon ative ¢

devc10prnentai>

4. Individunl Imrmtwe. What s the“degrce of mdmdual responsi-
blhty and freedom> : i

5 -;5 'Managcment Suﬂmrt. Do managcrs provnde clear communication,
port to their subordmatc:s>

L assmtancc and-;

"6 Umty Are thc dlffcrent dcpartmcnts units, or divisions encour-
aged to work togcthcr’

7. Identity: Do ‘members of the organization identify with the organi-
zation as a whole rather than with their particular work group?

8. Control: Does the number of rules and regulations within the
organization or the amount of supervision used to oversee employ-
ees stifle performance?

9. Technology: Are technologies adequate for performance? What is
state-of-art and how does your company compare?

10. Reward System: Are reward allocations based on employee perfor-
mance or more arbitrary measures?
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11. Risk Tolerance: Does the organization tolerate risk, or is it risk-

averse?

12, Conflict Tolerance: What are the norms for dealing with conflice?
Are employees encouraged to air conflicts openly or 1«

their feelings?
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File 2: The Defense Personnel Support Center
Changing the Govemment Way '

Knowledge check
Key Lessons & Overview

/ Bcnchmarkmg oth ; _' succ_cssﬁll approaches can be helpful in deciding how to
changc

The Defense P'eiwsﬁﬁhel Support Center provides food, medical
supplies, and clothing to the U.S. military. Over the past decade,
DPSC has transformed an obsolete procurement and storage system
into a business operation that would be the envy of many modern
organizations.

The support center is located on an Army base in South Philadelphia.

Until a few years ago, it followed a centuries-old pattern of military

procurement. One branch of the Armed Forces, the Army, for exam-

ple, would write up elaborate specifications for desired goods; then

the center would select contractors to provide the goods, based on a

rigid system of sealed bids. It would buy items based on forecasts of _1i_|
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demand and store huge quantities in its large depots. Local bases also
had warehouses, crowded with goods for everyday use and stacked to
the ceiling with items that might be needed in a mobilization for war.

The center’s employees led the revolution to modernize it

antiquat-

ed procurcmcnt practices by i 1m1tatmg, and, thcn in me cases, sur-

ered quickly to customers.

Another innovation for"D'P.SC w'a:s.'.'to alter i’ts-i?iéw of its internal cus-
tomers. Prior to the changes; the word customcr ' was never used
After the changes,
DPSC not only bcgan to caII supply: ofﬁccrs cus_ omers, but the

and the level of s¢rvice rcﬂcctc:d thlS attltudc

agcncy ac_tua_lly;began_ ;o reat ‘them like c_;;g;:gmcrs.

DPSC crcatcd tcams to dc _ p]cment innovations. These

. teams benchmarked ﬁ'om existing: systcms and processes in the public

and private sector 1o creatc thctlr innovations. Each new idea was

- tcstcd in a small area : Thc succcssful ideas were implemented system-

How do you jqé:é:f%irevolutionary change and innovation as a leader?
DPSC’s Bob Molino provided insights into four steps:

1 dow’t think that you start off, wake up one Monday morn-
ing and say, I’m going to reengineer this entive business
practice — I don’t think that’s how it happens. I know that
didn’t bappen in my case. We started off with more realis-
tic pieces of it.

And actually, theve ave rveally four distinct parts. First of
all, in our case, you bhave to deal with the business practices
themselves: how are we actually doing our business heve and
can we do it better? And for us, that meant moving from
buying things one at a time to getting into corporate con-
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tracts and long-term arrangements and using best value
factors which we bad never done before.

The second piece has to do with changing velationships —
starting with your customers, to bring them in and under-
stand what they need better than we did before, And: ta

change your relationship with your vendors, to 1y 'ar tiaem m
trusted pavtners rather than as antagonisis to be dmlt wtth. -

Government prosuvement, I think, has been charaatemzed kD

by arm’s length contvactors uwardmg to low bidders. ani
veceiving marginal service. And thﬂt’s bem gamg on i
procurement process t]mt ims remnmad 'aluthly

unchanged since 1860.

So, to talk abour changmg : elutwmbzp: 'wzth vmdor_r and
developing t’rum:d purmérsthi' ;found.r ﬂmple'_" ut it rmlly

sa mdzml dcparture ﬁ'am faaw we dm’ 1 lve_fi}re &

The thz'rd"za}éz bds 'ia’d"é' ;i
- When you- z:hun.ﬁe how you ve: domg business and you change

h'job.r umi ownmzutwm

haw yau e relutmg to your parmzm, your jobs change.
h_qnge to do that.

Lo And th.-z m;gﬂmzutmn hns

 For instance, people w}’ﬂ_é"_-ased to do inventovy management,
o hegp track of inventory held in the large depots and ware-
houm‘, when Yyou maove to divect vendor delivery and just in
time mvmtomex Jgoing to the customer divectly, bypassing
your depot system, you’ve got to change their job. What does
an inventory manager do now? An inventory manager no
longer keeps track of things on his shelf, but keeps track of
business arvangements and who has what, and causes the
business arrangement to satisfy the customer’s needs.

And lastly, you move to the level of reengineering the cul-
ture of the organization. I think people who haven’t been
heve, say for the last five, six, or seven years or are coming
through the first time, walk around and talk to the people
here and feel a sense of excitement and a sense of pride in
what they’re doing. 1 think you’ll see what I'm calling
entrepreneurs at work. And I think that’s a radically dif-
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ferent environment from the one that I came into in 1986,
where we had govevnment sevvants doing thetr government
Jobs, in a very kind of... government way.”

It is clear that government agencies are being asked to change the

way they do their jobs - and in the process achieve hlgher levels of
fanagers must
rstand that
change necd'

efficiency and service - much like the private sector:

communicate about change on a regular basxs--;a

change can be threatening to people. Mos 1N

DPSC wcrc wﬂhng 10 assurr ké and challcngcs to change the way
: thc govcrnmcnt did- busmcss fow can your organization manage

“ -the risks that come with change?” Discuss ways in which the risk fac-
t_o_rs can either-be controlled {or madc public up front) as a part of

mariz@gin_g and :_i;i:king risks for change.

DPSC is, in ‘mari / _ways the ultimate bureaucracy. They were guided
by rules in everything that they did. Many of these rules were made
with the best of intentions, designed to insure quality and reduce the
possibility of graft and theft. In the process, the rules became the
manager’s reason for existence. Over the years, the mission became
clouded and impeded. Are there unnecessary rules in your organiza-
tion? Do they actually serve your mission or do they get in the way?
Do the rules work? Discuss the rules that you operate under and
review if they are really necessary.

In some cases, it in necessary to radically change the way you’re
doing business. At DPSC, the managers revolutionized the way in
which food, medicine and clothing were purchased and delivered to
customers, even though they had been operating the same way for
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over 120 years. Part of the lesson here is to remain open to ideas and
not dismiss new approaches. Have you reevaluated your operations
recently, or are you doing things the way you’ve always been doing
them?! Do you need to change?

Reflection Exercise:

The bcncﬁts of npre
.‘..f;;hst mcludcs' righe

bureaucratic business
into a‘state-of-the-art process.

s'in your department and transform it

1. Review the film and make a list of the tactics used by the team at
DPSC to reengineer their business processes. Some of the tactics
you might consider include: empowering vendors, deleting unnec-
essary process steps and focusing on customer needs.

2. Identify a business process in your department that needs to be
improved. Focus on a cumbersome process that is not adding to
your bottom line or increasing your customer satisfaction index.

3. Map the business process. Using index cards, write one process step
on one card, and then arrange the cards in the order the business
process currently occurs.
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4. Analyze and improve the business process. Using the tactics pre-
sented in the film analyze your business process. For example, you
may want to delete any unnecessary steps that are not value-added,
and modify or develop new steps for those that do not facilitate
higher levels of customer service or increased productiﬁit,y and
profitability. Look for breakthrough opportunities. . Wn notes on

new, state-of-the-art businé%ﬁ' pfbce__
strategy for impfcmcg__tgﬁ_onf Ise tt
niques discussed in ftht_'_;_ﬁl""
plan that specifi faisks,fés’oﬁ;ﬁct_:s__,
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File 3: Timberland

The Value of Community

Knowledge check
Key Lessons & Overview

" In today’s compe ve emnronment, businesses have a constant

chalicngc how:can thc_' diff

rentiate their products and the compa-
ny from the competition. ‘These days, product quality, competitive
price and- supc_r_g_qr service are taken for granted — every retailer and
manufacturer ﬂcéd&;’;ﬁiem to remain in the game. So what are the
new competitive differentiation factors? One that is emerging on a
fairly widespread basis is corporate responsibility. Broadly defined,
this includes a commitment to an organizational atmosphere embrac-
ing of diversity that allows people to feel empowered, and a corporate
philosophy that contributes to community well being. Increasingly,
these factors are providing competitive advantage by appealing to
customers in a competitive retail environment and employees in a
tight job market.

Timberland is an example of a company committed to this level of
corporate responsibility. But the story for Timberland is not that it 20 l
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has made a commitment to larger corporate responsibility, it is the
value that the corporation (and subsequently their sharcholders and
customers) has derived from it.

Timberland is a family-owned company noted for its trc;i:':t;ndous
growth in the competitive world of clothing. They attribute their

success to three factors: _
1. The manufacture of high quality products

Timberland calis this comm1tmcnt “Boot, Brand and B llcf Thc
company has been tr}?lng to’create an enwronmcnt whcr_ : cmployccs
feel more committed: to T:mberiand through its. cfforts to recognize

and support outsxde mtcrests and valucs of emp oyc' " This commit-

ment was _p_qt_ _to the @

1995'was abad: ycar for Timberl . A"Hccéde of rapid growth hit
home, causmg the company, e-fo
A 'tough times; howcvcr dxd not stop Tlmbcrland from continuing the
. commitment to the commuruty “In fact, in some ways, the consisten-
<cy.of the external comrmtmcnt and the employee’s involvement

helpcd to recncrglze and. rcfocus on the larger goals of the business.

Timberland bounced back from its problems and has recorded steady
growth ever since. It attributes its success, in part, to its outreach to
the community. How? According to COO Jeff Swartz, this gives
employees the opportunity to feel valued for more than just their
work. Because of their service, the company values them and as a
result they feel more invested in the company’s success. In addition,
the planned community projects serve another function. As people
from different departments join in company-sponsored community
service, they increase interdepartmental communication and socialize
in a setting away from work.

Today, Timberland continues to build on its creative commitment to
the community through its partnership with City Year, a national
youth service initiative that unites young adults age 17-23 from

21
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diverse backgrounds for one year of full-time community service.
City Year is the first youth service corps launched entirely through
private sector support. Timberland started out donating boots to
City Year in 1989, and in 1995 committed an unprccedentcd $5 mil-
lion investment over the next five years. s

Timberland’s commitment has extended beyond mc
The company and City Year coIlaborate often:ff _: 7

the company bccome wise,

Discuss / Debate

Timberland’s cornrmtmcnt 1o the 7commumty is part of its strategy for

success, - Thcy see.it as’ hcipmg to "catc a stronger bond with

cmployccs Arc thcre' pporx:unltics in your organization for pcople
10§ get involved in way that sk jgl_)ow the organization values its

- 'cmployccs and rts ommumty simultaneously? Discuss ways you can

“increase actmty m thl

szberland’s planncd community projects provide a different benefit
to the company thn employees from different departments join
on projects, they improve communication and mutual respect, bene-
fiting the company through improved internal bonds. Discuss ways
in which you can get involved in projects outside of the office to pro-
vide a similar internal benefit, while at the same time helping the
community.

One point for debate is the entire concept of community involve-
ment. Discuss in a group whether there is a benefit to the company
being engaged in community projects.

In the film, there is a brief segment where City Year trains
Timberland employees on leadership skills. Using the poles of a com-
pass, they create a language that allows people to better understand 29 l
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and communicate with others. If there are communication problems
in your organization, do you use specific communication exercises to
improve teamwork? Try some.

Reflection Exercise:

Creatmg the Essence of Your ,Company

and then take out a sheet of paper and wnt' '
or a short phrase that best represents the.

Apphcatmn Bx erczse.f

The film states that, “Usual financial m, ulcs"stop at the shareholder.

They do not take into cons:dcration the employccs the customer and
the community.” Txmbcrland isan’ ‘organization that constantly tries

to balance four 1dcals sharcholdcrs employees, customers and com-
_ :.mumty

- Llst thcse four: n:ieals honzontally across the top of a whiteboard (or
flip chart), and thcn think about your organization in relation to each
of these: 1d_t_:_al_s .W}_l_cre are you focusing your efforts? Does your com-
pany favor thc-shgié'holdcr, the community, the customer or employ-
ees? Assign a percentage to each ideal, and make sure that the per-
centages add up to 100%. (The percentages should represent the
value you place on the ideal.) How balanced is your equation? Try
to balance it by developing tactics that will place an equal amount of
emphasis on each of the four ideals.

Balancing the Equation

23]
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File 4: Rubbermaid

Streamlining for Global Compe

Knowledge check
Key Lessons & Overview .

v' Knowing who your comﬁfg:fﬁtor
context for daily work. L

v Competition is. cvcr prcscnt You havc to bc aware of the competitive environment
in order to succccd "

v Speed is: bg;qm:ingfé-inq . as gly important in being an effective competitor.

innovation and success in the marketplace — par-

¥ Big companies can learn from entrepreneurial management styles.

Ru‘bbermmd is. the leader in the consumer plastics industry.
The company has bccn hailed for its innovation and creativity... and
year after year has been listed as one of the most highly admired
companies in America. Recently, however, Rubbermaid has come
under pressure from three different areas: international competition,
retailers demanding lower prices, and increasing costs of raw materi-
als.

How is Rubbermaid meeting this challenge? In addition to stream-

lining and simplifying operations, they are putting even more empha-

sis on teamwork. Specifically, teams now act like entrepreneurs:

working on innovation, marketing and winning shelf space. At the

same time, these teams are given all of the advantages that come from ﬁ,
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working for a larger company.

How is this new strategy working for Rubbermaid? The Excellence
Files lets viewers compare how Rubbermaid and a competitor from

At ] 'Rﬁﬁbcrmmd ey bt:hcvc that it is spced and features. Is that it

ur group what the distinguishing characteristics
are that separatc you fromiyour competition.

~foryou? DlSCllSS i

Teamns arc”'t’hc tool Rubbermaid uses to create an entrepreneurial spir-
it within a huge corporation. Teams at Rubbermaid have a significant
amount of autonomy, and also have a tremendouns amount of respon-
sibility. How much does your organization use teams to distinguish
itself? How much autonomy and authority do teams have? Do they
need more?

Wolfgang Schmitt states that “fast companies will beat slow compa-
nies every time.” How fast does your organization operate? Are
your competitors faster? Discuss ways in which you can speed up
your operations. Would communication help? How about
autonomous teams?
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Reflection Exercise:
Presenting Fast-paced Innovation

Here’s the situation. A small, innovative company is beginning to eat
away at your market share and the price of your raw material is esca-
lating. You have been charged with developing a prescm:aaon that
focuses on the skills of fast-paced teams. You are: o 'dclwe:riﬂyour

presentation to the product development leaders.in your 0rgamza~

tion. Review the presentation in your mmd How-" ould it Start_
What team skills would you focus on throughout the’ prcsentauon

How would the presentation end? Reference the segments in-
film that show the teams at Rubbcrmal :

Application *Exerclse. Gettmg There First

The film states that “Fast compamcs bcat sIow _companies every
time,” and that “Thc markct rewarcis those that can get there first.”

How could your company 1ncrcasc 1ts Spccd to markct’ Ona whltc-
_'twc Thcn dcvclop a hst of ways that your organization can pursue
e fast—paccd mnovatxon Use the hst of Innovation Strategies below to

o gct started. Pl '

Innovation Strategies /Thought Starters

v/ Build an innovation campaign at your organization
v" Appoint a chief innovation officer

v' Develop a mechanism for sharing new ideas, for example, create a dedicated Lotus Notes
database

v’ Set up an innovation center

v Adjust your performance management system to reward new ideas

26]
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File 5: Whole Foods Mar et

21st Century Teams

Knowledge check L
Key Lessons & Overview o

v If you want to attract comn ttcd highly.:quahﬁ d workcrs you need to offer them
a level of control and, ithorit

v Contests and

v Like Southwcst : s
dchvcr outstandm‘ cust fer service,:

./ World class custorner servi __c,_:.dcpc_nds on people genuinely interacting with cus-

/ .T-e_ams, acting as entreprencurs, can be effective managers.

Many might argue that the grocery store business would be the
last place to look for revolutionary ideas about management and
teamwork. Consider Whole Foods Market. Anyone who works here
quickly learns that “teams” dominate and prevail at all levels of the
business. Only teams have the power to approve new hires for full
time jobs (it takes a two-thirds vote and a 30 day trial to become a
permanent employee); each department is a profit center operated
autonomously by a team; leaders in each store also make up a team;
additionally, store leaders in each region form a team, as do Whole
Food’s six regional presidents.

Whole Foods Market is focused on providing an attractive and invit-
ing environment for customers. With beautiful displays of produce . l
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and aggressive sampling of products, its stores feel more like a fine
greengrocer from another era. At the same time, the company
attracts a very diverse range of employees. We met people who had
left professional management jobs in hospitals and banks to work at
Whole Foods. Some had owned their own businesses, Q_ih;:rs were
fresh out of high school. This diverse group shares one E)‘fiifgl_ary char-
acteristic: each person derives pleasure from inpcra‘éﬁ@ﬁs mththe

It is clear that Whole Foods Markct is abic to attract a hlgh cahber 0

provide solid, pcrsenahzcd service t -_"at delwers extcptlonal levels of

customer satxsfactxon and retem.lon

Itis }ikcljr"'that somc clcrncntsof the frianagcméﬁt philosophy that
drives:-Whole Foods Markct are a product of the 1960’s era when
natural food -cooperatives bcgan to'bloom. The service Whole
EéFoods ernployccs provide rcqmrcs thcm to spend more time meeting
_'tomers The result is a group of customers who

- ‘and talking with ¢

e ;ieok forward to. the txpcncncc of shopping and spend more time in

the markct - and in the proccss buy more food.

Discuss /Debate

Whole Foods Market uses teams to manage different departments.
Part of the reason they are able to do this is they hire committed and
well qualified people. Discuss how comfortable you are with the con-
cept of ceding management authority to teams. What kinds of
responsibility do you feel comfortable giving them? Can you give
more? Discuss this management style.

Whole Foods Market is known for superior customer service. This
comes from a diverse group of employees who take the time to inter-
act individually with each customer. Do you emphasize individual-
ized service with customers? Do you look for sales and service people
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who genuinely enjoy interacting with customers? Discuss ways in

which you can provide increased personalized service for your cus-
tomers. How can you make your customer feel special? How can
you find personnel who excel in this area?

Michael Massaro says that managers establish the gmdeposts for the
employees and allow them great freedom wnhm th" i

serve the customers. What are the guidepos your orgamzauon
Do you permit freedom within those gtndcilncs’ “Is

what can you do to allow this to hap

fe :}swcr 18

behavior: and the bcha ic or of ose. around y(m> 'What impact might
this havc on your compa "

cr sansfactlon product quality or
proﬁtablhty? o

‘Application Exercise:

Explormg Friendly Competition
Whole Foods bchcvcs that "friendly competition” brings out the best
in people. Get a small group together at your company to explore

the concept of "friendly competition.” Discuss how this approach
might increase morale and initiative.

1. Ask the members of the group to pretend that they have been
hired as consultants to improve team performance by introducing
competitive activities and measures within your organization. Ask
them to develop a short prcscntaﬁon that outlines their recom-
mendations.

2. Have each member of the group present their strategics.

3. Mainrain a list of the strategies that might be useful for your com-

29
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pany on a separate flip chart.

4. After everyone has presented, hold a discussion to finalize a list of
the strategies that could be implemented within your company.

5. Develop an action plan to implement the strategies.

30]
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File 6: USAA

Future-Proofing the Business

Knowledge check
Xey Lessons & Overview

v Winning the 100 yard daShby 90 ards 1s avahd obj tlvc many business or team.

v If you want employees

USAA is one of the largest insurance companies in the United

States.” Policyh '
“their” company;  USAA services military officers and their families.
It has a customier gyfﬂty and retention rate that is the envy of other
insurers in the United States. USAA is aware that they are at the top,
but they’re not resting on their laurels. They are trying to stay ahead

by “Future-Proofing™ their business. How do they do it?

rs “own” the company and are passionate about

At the core, we find three elements: continuous learning at all Jevels,
use of technology that empowers the front line, and a culture that is
never satisfied with the status quo. The mission of every employee at
USAA is to strive towards ever-faster, ever-better customer service. It
all begins with USAA’s headquarters.

The USAA headquarters houses the majority of the 16,500 employ- 31 |
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ees on a 286 acre campus. Employees are provided with the follow-
ing range of services to meet their specific needs: five cafeterias,
health clinics, fitness facilities, stores, post office, travel agency, day
care, precooked dinners for sale to employees and their families, and
cept that
a happy employee will be better able to deliver outstanding service to

outdoor recreation facilities. All of this is driven by theicc

his or her customer (or “member” in the USAA terminology).

But the attention to the employee doesn’t merely involve the extel
s the:

sive amenities. One of thc core stratcglcs U A cmbracc

who took advantagc of USAA’ -educat :
of USAA Buying" Scrwccs Inc., sh : tartcd in 1967:as a file clerk.
Since 1971, when.
Janice has attamcd her
the San Antorno ‘area.

AA began to pay cont uing education,

: _ege-and graduate egrees from schools in

i_Why does USAA have this passionatc focus on learning? It all boils
‘down to an almost. obsesswq commmment to their members. There is

c_;_d and empowered employees are the

v pervasive belief tha_:_ edu
kcy to dehvcnng superior customer service, which is a critical com-

petitive: djffchﬂtlaLlOi'l for USAA.

Another aspect of thc USAA commitment to learning can be found
in its new leadership program. USAA saw a need for mid-level man-
agers to develop new skills and adapt to the changing work environ-
ment. In a program located at the Darden School of Business at the
University of Virginia, all of USAA’s 1,200 property and casualty
managers go through an intense, week-long training program
designed to reawaken their potential, enhance coaching and mentor-
ing skills, and give them a new perspective on their jobs. Managers
have returned to their offices with a renewed commitment to the
company and to those they manage.

USAA, however is not complacent with this success formula. With
organizational bylaws that prevent soliciting the public at large for 32 ]
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their core property and casualty business, they are determined to
retain every existing member. They do this by listening and respond-
ing to member feedback instantly. One tool that they use for quick
response is the ECHO system. ECHO stands for “Evcry Contact
Has Opportunity.”

ECHO provxdes each of thc 3,000 customer rc:prcsc 'at:vc thc

reflection of USAA’S growmg comrmtmcnt to cmpowcrcd cmployces

All of this adds up to ; n 1mprcsswc formula that'works The compa-
ny’s Icgcndary customerfscrwcc 15 d1rcctly attnbutablc to a corporate

culture that focuses on’ cmpowcnng, samfymg, and continuously edu-

cating employccs and an obscssmn with listening to the customer
-and actingon fccdback

DlSC‘IJ.SS /Debate

Continuous lcarmng is one of the tools USAA uses to “Future-
Proof” the business. Management believes that educated workers will
better serve customers and will be better able to move within the
organization to meet the changing demands of the business. How
much do you emphasize education in your organization? What can
you do to increase the level of education?

USAA has created alliances with local colleges to provide education
for employees. What can you do to create alliances with local educa-
tors to enhance the atmosphere of continuous learning?

USAA aggressively tries to avoid being complacent, notwithstanding
its success in the insurance and financial services industry. They do
this through “Future-Proofing” their organization. The concept of

33
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“Future-Proofing” is an interesting one. Discuss threats to your
organization. What can you do to prepare for the future?
g y prep

USAA also invests in  providing employees with a comfortable work-
ing environment. This is another part of the strategy fq_x_’__bolstcnng
employee satisfaction and thereby stimulating superior customer ser-
vice. Discuss this philosophy and approach. Do you agree with
USAA? If so, what more can you do to mcrcasc employcc sansfac-

ton?

Reflection Exerclse_' Gettmg Buy-In
One of the ways USAA future—proofs itself is by cducaung its-
employees. At the trammg session in the ﬁIm the topu: was how to

get “buy-in” from: your boss. Thmic about’ an upcormng event when
you will be chailcngcd 10 obtain somconc 's: buy_-m “Plan the interac-

tion from start toﬁﬁmsh How will you bcgm the conversation? How

will you present your 4 case?' What topics will you cover, and in what
order? : Whar tacncs will you use? What obstacles will you be faced
comc thcsc obstacles?

W1th> How do yeu pian toro ve

Apphcatlon Ex ercise:
Future-Proofing Your Company

USAA believes that in order for a company to stay competitive, it

must Future-Proof itself. Get a small group rogether at your compa-
ny and explore the concept of Future-Proofing. Review the film and
make of list of all of the Future-Proofing strategies used by USAA.
Then, using USAA's strategies as a starting point, develop a future-
proof plan for your company.

54|
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File 7: WFD (Work/ Famﬂy Directions)

Building a Committed Workforce

Knowledge check
Key Lessons & Overview -

v Stress is managed and addresscd

v Tt is vital to build aworkforcc that is comxm cdto thccompany

portunity for companies to differentiate.

v Work/family 1ssucs _provid'c" an _:.:

v/ The “sofi” issues are becoming key strate
the best employees. o

_{-,Hgm':ih_-zrésgurs':c# _Zzs:hoﬁld:: be thought of as a balance sheet item.

J Theworkpiacein Americ s undergoing some of its most radical

changes ever — and nowhere is this more evident than in the emer-

gence of Work’ amily Directions. Work/Family Directions is a
Boston-based company, led by Fran Sussner Rodgers, that has arisen
out of two different organizational “revolutions”™ which point the way
to the new realities that businesses are facing. The first revolves
around changes that have happened in the business climate itself -
driven by global competition and the accelerating pace of change.
The second can be found in the workforce. The composition of the
workforce is changing rapidly - not only on terms of gender, and eth-
nic mix, but also in the expectations of workers themselves.

Work /Family Directions, or WED, is helping businesses deal with the
convergence of these two different revolutions and, at the same time,
it provides business with resources that help organizations maximize : 35 ]
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the job commitment and performance of their employees. The core
of its effort is to help individuals cope effectively with personal or
organizational change by providing tools that allow them to antici-
pate and prepare for it — in essence to demystify change.

How does this trend manifest itself at the front line?: How can
employees stay ahead of the curve? At BankBoston, hear
CEO Chad Gifford about thc necd to kccp pcoplc ]

we come to undcrstand how the scrv
als — and pay off for the cmploycr =1
astic workforce.

Both the CEO:- of BankBoston Chad ;Glff'ord and Fran Sussner
Rodgers bchevc that work: and fam;ly ;ssues an: not “soft” but have

- Fran Sussner Rddg : 'ﬁé'\rcs that a committed workforce is a vital

fstratcglc asset for compamcs ~ Discuss ways that your organization

currcntly bu1Ids commltmﬁnt What more can you do?

BankBoston; Scj;g'c'fhwcst, Timberland and USAA al! use different
methods to motivate and inspire employees, sharing a common belief
that motivated, educated and happy employees are better able to
serve customers. Discuss the different ways that these companies
motivate their employees. What can your organization do to inspire
its people?

Chad Gifford discusses the importance of achieving a diverse work-
force. As he says, “Whether they are single mothers, African
American, gay/lesbian doesn’t matter.” What does matter is that the
bank attracts the best, most committed workers possible. Discuss this
philosophy. Do you agree with Chad Gifford? 1f you agree, what are
you doing to promote diversity and commitment in you organiza-
tion? Do you have a diversity statement for your company. Do you

36|
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cultivate diverse groups on your teams?

Reflection Exercise:
Who Should Solve Personal I?roblems"

Take a2 moment and think about the pcrsonal problcms' ou ¢

Would you have called and asked. for h 7
outside, professional Support YOu e

should solve their own prob]cm wuhout thc mtervcntxon of émploy
ers or third parucs> B ST

Apphcatxon __xerclse- 7
Gettmg commltment Added to the Bottom Line

The film commumcatcs that for""
- fcxpendlturc is pcc)pic and that human capital can become a compa-
“ny's added cornpetltwc advantagc The real problem, according to

n0st companies, the largest budget

the film, is that cmploycc commitment and needs arc not on the bal-
ance sheet and receive far less attention than they should.

Get a group togéthcr and explore ways that you might begin to mea-
sure employee commitment and get it on your balance sheet. How
could you incorporate the concept into your performance manage-
ment system or budgets? How might you quantify "employee com-
mitment?" Try developing a formula that could be used to add the
item to your balance sheet and to your competitive planning and
measurement systems.
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File 8: Coca Cola
From Trouble to Marketlng Opportlmlty

Knowledge check
Key Lessons & Overview

v' Focus on your core 1dcnt1ty

v Brand equity is gold Enhancc it thnevcr p0551b1c _- :.-

v Be willing to takc nsks bu ; ;:you makc a'mlsta.kc be ..Wllhng to change and change
fast. R

tlc and the ﬂowmg scnpt___ f 1 1ts trademark create one of the world’s

most mdciy recogmzcd commcrcnal symbols. Coca- Cola was recently

Admired Corporatlons.

During the 1970’s and carly 1980’s Coke’s management seemed to
have lost faith in the soft drink industry. Business Week ran a cover
story on “The Graying of the Soft Drink Industry” warning that a
shifting market spelled doom. The business was in turmoil. Worse
yet, Coca-Cola had lost market share, for nearly two decades.
Roberto Goizueta faced a tricky situation when he took over as
Chairman and CEO in 1981.

Goizueta was not willing to be passive and let market share continue 58 I
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to slip away. Instead he became obsessed with gathering data and
making changes within the company designed to reenergize the
brand.

He renewed the company’s commitment to soft drinks and intro-
duced Diet Coke in 1982 which was very successful; . He also became
convinced that the formula for Coca-Cola itself necded: to be altered

to appeal to changes in consumer prcfcrences In 1985 the company

R - Well, ﬁr.rt 0f ull I wauld tell anyone who asked me now,
'Wbard I:
cmtm'y?’ :

eed to do to build my erganization for the 21st

,iv_ould tell bim or ber that be’s stavting too late.
It takes a lot longer than thvee ov four years. We have been
at it, really, since 1980. And if you go back, since 1970,
when we moved the headquarters of onr international busi-
ness from New York to Atlanta.

So first of all, I would say that it takes patience and time.
Secondly, it takes moving people. You have to move people
around, you have to provide them with different experiences,
so they will develop the necessary skills. Thirdly, if you conld
get people who have worked under at least two cultures, I
think that belps. A lot is said about speaking more than one
language. I don’t think that is as important as thinking in
more than one way. If you bave somebody who can only

59|
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think like things ave done in the United States, you run
into trouble. Because when you arve in Japan, you have to
learn to think like the Japanese; or when you ave in Mexico,
like a Mexican does. Whether or not you speak Spamsla or
you speak Japanese, is veally not important. o

Then you have to have a cevtain sense of bum

- to:be very focused. That is one advan-
. Wz don’t have to think about where we’rz

basically mﬁf drmkf, that’s where all our money is. And

when you are very focused and you are flexible, then you can
be very fast.

And I think that speed energizes an organtzation. Nothing
enevgizes an ovganization like speed. Whether it’s a base-
ball team or a basketball team, the most exciting basketball
team is the one that runs fast breaks, or stealing second base
is very exciting. So speed energizes an organization and
you have to be very fast, becanse change 15 occurving at
increasingly rapid pace avound the world. And remember
that change is abways unsettling, but uncharted change can

be demoralizing. 40 l
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And so I think that you bave to adapt to change very quick-
by, and then move on. And dow’t look back. That’s terribly

important.”

Discuss/Debate

Roberto Goizueta’s leadership style has been hmied as'a modci of
what to do right. The chairman states in. rhc film. that “IﬁadCrs get
paid to make decisions, not to always bf: nght At times; you can b,

ship. When you are in a lcadcrshlp pasmon '-do you act dccxswciy"_-: )

There is no doubt that Coke made a mlstake in 1985 Thc mastcr
stroke for the company was 10. lcarn from the m1stakc, admn: it and
act decisively. Moreover, the company learned valuabic lessons from
1985 that helpcd shape its stratcgy forthe next dccadc This sounds
simple, but. many ‘other compames failed to

1carn from mistakes or
started thh bad ideas and went out of business: Does your culture
allow: for pcop]c to. makc mlstakes iearn from them, and build?
What can'you do to msntu" _nahze aievel of acceptable risk taking in

L your orgamzatxon’

3 _Coke has maintaiﬁéd'.:ifiréry sifhplc and focused strategy, divesting
other businesses and f0cn§iﬁ'g on soft drinks. Describe your organi-
zation’s’ stratcgy Are you focused? What can you do to keep things
simple?

Clearly, the brand Coca-Cola is a very powerful one — one that has
consumer attachments above and beyond simply the product in the
bottle. Does your customer have any attachment to the products and
services you provide. What can you do to enhance that association?
How can you build your identity in the consumers mind?

Reflection Exercise:
Exploring the Power of the Brand

Over the past few years, many organizations have been refocusing
their marketing efforts on building strong brand images in the minds

a1]
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of consumers. Why do you think this is happening? What is the rele-
vance to your organization?

Application Exercise: Buﬂd.lng Your Brand

Could the brand image of your organization be strongc

the application exercise below to explore ways 1:0 ulld your-brand

1. Carefully review the film and make a hst of thc strategies Co

Cola uses to build its brand i 1mage “in :the':ﬁnnd Of_consﬁm
over the world. L

2. On a whiteboard (or fhp chart) hst all of thc stratchcs yo dis

3. Circle the stratcglcs that you cnuld apply at your cornpany and add
any new 1dc:as that surfacc dunng thc dlscusswn B

4. Dcvel_t_)p a plan for mstlmtmgthc stratcglcs

. "ﬁz.ﬁApphcatmn Exercise:
' Making the Right Strategic Moves

In the mid-1960s, Cola~CoIa was losing market share to other compa-
nies entering the. sugar cola segment of the soft drink industry, a market
segment that was shnnkmg Twenty years later, Coke reacted to these
changing market conditions by reinventing the taste of its product.

Here's the situation. Your company is losing market share to existing
industry players who are differentiating their products, and to new
industry players who are entering your competitive arena with fresh
approaches. In addition, the market segment in which you compete is
shrinking. Given this scenario, what would you do? What strategic
moves would you make to regain your market share? For example,
would you change your product? Change its price? Invent a new prod-
uct? Change your communication, advertising and marketing strategics?
Find new marketing and distribution channels? Redesign your salesforce
strategy? On a whiteboard (or flip chart}, develop a list of strategic
moves that would help you regain your market position. ﬁl
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Conclusion

The Excellence Files contain lessons for the
business have expandcd trcmcndously in the 1z

nture. Concepts of

v Dan’tbe complace We vis
admerd crgamzanons - organ atxdns that are at the top of their

- formand shouid be comfortab]é with their position as #1. But we

i were wrong: Everyc

"one of thcsc organizations were dissatisfied,
i :.cvcn humblc Thcy secmcd to have an institutionalized paranoia,
a fcelmg of always nccdmg to be better.

v Strategic f‘b'm vital. Southwest, Coca-Cola, DPSC and other
organizations that we profiled all had clear, focused and straight-
forward strategies. This is key to their success.

v Learning. All of the organizations we visited had an almost
obsessive focus on learning. Employees in the organizations poised
for 21st century leadership are provided multiple opportunities to
learn and to expand their knowledge of business, and related
fields. Why? It's simple. In a “knowledge economy” the
employees who are focused on learning will have the flexibility to
contribute quickly and strategically to the organization’s needs.
Information and learning help insure that companies have knowl- igd
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edgeable workers, who are more flexible and better able to serve
the customers, and make decisions that in an earlier era would be
the realm of senior management.

Teamwork is key. The image of teams has changed si:'_gi}iﬁcantly
over the past several years, evolving from a sort of. modified sports

analogy into a strategic tool for organizational growth ; _.Today $
teams are empowered with significant dcc:smn makmg author:ty
They represent different functions Wxthm the organlzauon there-
by enhancing cross departmental commumcataons “They organize =

and dissolve as specific needs arise 'an 1 are. addrasscd The téams'
ike DIEneurs; dcvciopmg and _
launching products. The teams at Whole Foods ;act like ;nim}agcrs,

taking on pcrsonncl 1ssucs, buymg products and. trammg cach
other. : v

Move fast. -ﬁ’-f_hcrc is-one thing that :éu:.thes'c- organizations share,
it is a sense that cverything is moving fast and they need to move
fast as well. There isn't time to rest in the new corporate reality.
Managerncnt needsa well féﬁhdcd knowledgeable workforce that
i poxsed to meet the chchngcs as they arise - in many respects,
leaping from challcngc 10 challcngc As Wolfgang Schmitt states
-in the Rubbcrmmd scgmcnr ““fast companies beat slow companies
-every day and it n_:a_ll_y doesn’t make any difference what size you

»

ware. s
Remain open to continuous change. Even the best run organiza-
tions develop bureaucracies and processes that, over time become
unnccessary or burdensome. In almost every case, these processes
were developed to address specific needs or problems that no
longer exist. Organizations must be willing to eliminate old ways
of doing things and try new approaches. This process is vital to
remaining fast and flexible. More importantly, the elimination of
unnecessary and burdensome processes frees employees up to be
more creative. Change needs to be continual.

v The value of the individual/building a committed workforce.
Many of the companies profiled in this film believe passionately
that motivated and committed employees are key to their future
success. Satisfied, diverse employees are the key to success in the
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future. Why? Because the cutting-edge corporations are asking so
much more from their people, and the employces are demanding
more in return. At Southwest, Timberland, USAA, BankBoston
and Work Family Directions, you see different orgamzatlons trying

rate responmbﬂ:ty and helps drlve cmployec'm@ vat:on and cdm-

mitment.

Entreprmeurml Lessam. Marc and more exccilcnt companies,
even thoug 'cy__may be 30 to 50 years old,.or oidcr are learning
from their much oungcr entreprcncunal brcthrcn Opportunity-
1z "a strong : cnsc o m:lssmn and Valuc .and focusing on one




