[bookmark: _GoBack]



[image: ]






[image: ]






[image: ]





[image: ]



[image: ]




[image: ]




[image: ]





[image: ]


[image: ]





image7.png
and chemists. All these small, multi-disciplinary and.
boundary-crossing teams were frecwhecling RED
groups who shared two common gosls: to mak money.
and have fun. Project teams were usuall one-of-5 kind.
teams. They did not regroup over and over for subsc-
quent projcts. The compositon of teams was opport-
ity drivencach one required different types of people
it different kinds of cxpertse.

Anyone Can Be an Innovator;
Nerds Are Mavericks

Al sssociates were given fr dabble time. They could
Spend up to 10% o ther work hours in pursuing their
own purpose. When sssociates joincd Gore they
wouldslt have endless freedom; rathe, he dabbe time
hid to be carned. Associstes competed for the discre-
ionry time ofothr talented individuals who were keen
to work on something new and exciing and be part of
promising projects. Assembling s self-motvatedteam to
ork on anew dea was,according to Kelly,a process of
giving away owncrship ofth ida to people who want to
contribute. The project won't o anywhere ifyou dorlt
people run with ™

‘As an instance, Dave Myers, an engincer who was
principaly developing cardisc implants for Gores med-
ical products division, used the Gore-Tex polymer o
cost his mountain-bike cables s @ grit repelent. That
dabbling went on o become Gores Ride-On lne ofbike.
cables. That in turn led to improving the stings that
controlled large puppets st Walt Disncy World theme
parks and Chuck E. Cheesés restaurants# Impressed.
with the results, Myers continued his experimentation
it the concept. He thought that such a costing could
be ideal for gar strings, s it would prevent skin ol
bualdup on the string and help retsin s tonsl qualitcs.
Gores sbence from the music industry and Meyerss
Ick of cxpertse with guitars did not prevent him from.
spending his dabble time working on the gitar project.
Insead, he sought volunteers with knowledg of guiars
tobelp with the RE&D>

He was joined by Chuck Hebestreit, an engincer.
and a guitarist, and later by John Spences, 3 musican,
imsel. Together, they convinced six other associales
to help with the project” After thce years o informal
experimentaion, the team thought they had hit a home.
run vwith s gitar string that could hold the tone thrce.
times longer than traditionsl ancs did. But merchants
refused to carry Gore’s s Eliie guitar srings. Hlixie
ra priced nearly four times more than the most expen-
sive string o the market n 1596, So Gore went direcly

tothe backstage—the showes and subscrber lstsofguiar
‘magasines—and gave away 20,000 samples in the first
‘sz The artists were hooked and Flxirquickly became
the leading brand of scoustc it stings in the United.
Staess

At sny given time, Gore had hundreds of projects
at various stages o development.+ While this prolfer
aton could be perceived aschaotc, there was discpline.
behind i.Fist, most of the opportunites were dlearly
rooted in Gore decp knowledge and mastery in cPTFE.
Agplications snd adjacencies were cxplored and filtred.
sing this technology boundary. Almost all of Gores.
thousands of products were bascd on just that one very
versale polymer (Exhibit €). Sccond, ideas died if aso-
cites didst sign up for projects. Product champions.
gove the gift o s new opportunity and in retun other
‘associates donated their talent, experience, and com-
mitment. So Gore could be considered as 1 git ccon-
omy?™ Assocites had o it their dabble time and get
imvelved in theircollesgues’projects.

“Real, Win, Worth"**

Gore did not care for me-too products. They pursucd
opportunitcs that were ~uniquc and valusble: Gore

“The belicf st Gore was that it was tough to plan
for innovation, but it was possibe to organize for it
“We have & methodical way of how we do innovation
sccording to Kelly

‘At Gore, the journey from dabbling to proftabil-
ity was guided by three “reslity checks” According to
‘Gores former president, Chuck Caroll, "We go through
an exercise called Real, Win, Worth. .. I the oppor-
tuniy sel?Isthere realy somchody out there that will
buy this? Can we win? What do the cconomics laok
like? Can we make money doing this? Is it unique and.
valusble? Can e have & sustained sdvantage [such as
a patent]?™ Each post-dabble project was scrutinized.
with periodic cross-functonsl reviews tha required the
projec to surviv these checks

“Barly on, the product champions ideniified crti-
cal hypotheses and tested fundamental sseumptions in
low-cost ways. The company never invested big until
all the key uncertainties were reslved. Associates had
a ot of Istitade snd discetionary time to experiment.
and test ther deas. But to take the project beyond the.
dabble stage, the team ncedcd to show that the prod-
uct opportunity was real. The team had to demon-
srate that the opportunity soved s genuine customer
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problem for which the customer would be villing to
‘pay—usually s premium, Thisstep was crucilin order
o sttract resouces to the project It starts with the.
consumer, 1f we have s new technology but if it s not
‘matching a consumer need,then it worit go fur? [said]
Christy Haywood [product mansger from Gore fsbric
divison].>

"Ax 3 project evolved from dabble-ime experiment
10 one that sought formal support, te team prepared to
partiipat n aseies of peer reviews n which they were
pressed on the ftnes of the project. Fiest did the oppor-
tunity creste  unique and differentisted prodct? Did
the company get  technological advantage tha it could
defend? And did Gore have the resources snd cspabi-
s to make sure the product would do what the team
said it would do?

Purpose, Passion, Persistence,
Patience

“Gore has immense patience about the time it takss to get
it right and get it 0 market, says Bob Doak. who leads a

Gore plant in Dunde, Sctland, “ thees  gimmer of
hope, o ccoursged o Jeep prjectging and e §
it couddbecome b ting™

Projct tcams slf-onganned or cosesced around pas-
sionate champlons. Promising prjects got nurtured
for a5 long a1 they continued 1o pique the intrest
of 8 few sssociates nd were not “buraing through
oo much cash™ Concepte were given ample time,
Sometimes even years, to take form, and there were
o cut throst fimelines or calendar marks. Howevr
he company ofien kncw when o pul he pug on 8
projct, whether s  nc initiativeor 8 succesful
Business.

For intance, the origin of Glide dental floss dated
back t0 197, when Bill Gore tricd to wse a GoreTex
bric ibbo, o los histcth. Fo shout twenty years,
the company wasat sbie o take the product {0 mar.
ket o  coud ot et health car prodact companies
o adopt s technlogy orlocal drig stors to pt the
product on it sheves Tn 993, Jok Spencer came
up with the e of promotinthe flos 2 8 medlcal
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technology product instesd of 3 norml consumer
product. He gave away free samples of the floss to
dentst, who were impressed wilh tsshred resistance
and helped build s strong followership smong den-
al hygienists By 2003, when it sold the denal floss
business to Procter & Gamble, Gore had resched den-
al floss sales of over 545 million in the US. market.
Chuck Carroll commented on why Gore sald it suc-
cessfl Glide business to PG To stay in that market
long:term, you really nced a whole family of health-
care products. The Wal-Marts dorit want to buy floss
from one guy and toothpaste from another”

Freedom to E; ;
NoFearof Faitara

Ldcas were encoursged, action was prizd, and mak-
ing mistakes was viewed as par o te resive proceee.
There were ery low baries to experimentation, s
e was slwaysready scecs o cquipment snd mate-
iss, A projet flure did not necessarily mean the
tcam fuled. Assocites were ltmatly judged by the
Succes o the enir organiation, and the individuals
contribation to the cterprise was cvalusted by a thor-
ough s60-degre review proces o scorc and rank the
ndividuss i 4 tcam. When & rojec aled, there was 3
post mortem: W the concept fwed? Wee there poor
decisions made slong the wey? Was it a lawed spprosch
1o the soltion, or was i sispy poorly cxccuted? The
o) of this postmortem ws tolern from the cxperi-
ment and o leverage it n othr partsof the cotcrpris.
When an itisive wa kil they “clbrsted wih eer
and Champagac
for sssocists was based on conti-
bution. 1 v determined by a commitie of leaders
with cspertse in the functiona arca. The commitce
reviewed and rank-ordered the sssocites on the basis
ofinpt from the leaders 2 wel s the ssocat pece
§roup regarding his o her impac snd effecivences
Even if projects fuled or couldnt it targts, conti-
bution was udged on the basi of the assocalcs ovr.
al impact on the entrprie. For instance, cosching
e hires was consideeed sgnificnt contribution.
“To cnsure firncs snd competiivencss cxtrnaly, Gore
contimually compared compensation packages with -
lar frms and rewarded asociates sccordingly. They
e lso compensted hrough sock s proit.saring
programs:” “We are ol n the same bost ™
‘Afer one year of employment, ol ssociacs were
ligbl to be owaers in the frm. Employees owned
mcarly 35% of the firm Both risks and rewards were

shared, with a commitment to long-term success.
Investment decisions were based on long-term payoff.
The costs and resources ssociated with experimenta-
o and rescarch were not looked upon s <cxpenses”
but rather as “investments™ Associates were cncour-
aged to treat investments s if they were using their
own money.

Freedom with Discipline

‘While there was very ltle bureaucracy within Gore, it
was not s thogh there was endles frcedom. It was not
a free-for-al cavironment. Knowing that distributed.
Leadership could very quickly devolve into chaos, Gore.
had several sources of "Key Disciplines” (Exhibit 3).
Gore had very methodical ways of describing oppor-
tunities, leveraging core technologics, evaluating
opportunitesin terms of busines resls, demanding,
pecr-review processe, giving assocates discrtion to
explore (carned over time), pursuing rigorous pat-
ent protection of it intlletusl property, and cnsur-
ing sponsors’ personsl commitment to the success of

Culture across Cultures.

In 2012, Gore was operatingin 30 countrics. One would
have expected that  strong culture like Gorc’s would.
be quite 2 challenge 1o mplement i certan countries,
especially in Asis. Gore had made sure that there was
room for adsptation. For instance, in Korea it was
inconceivable mot to have business ards with clearly
Ibeled tites. It s critcal for communication with
customers and business partncrs, as well s for the.
sssocises fmilics. So Korean associates had ll inds
of fancy tils on their business cards. Vet they very
well knew tht these tils dida't mean anything inter-
nally, snd having them dida't mesn they could behave.
differently”

‘While sub-culres existed within Gore sround the
‘world with suble diffrences, some of the fundamental
belicfs of Gore were held sscrosanct. According to Kelly.
“The values s the same in Asia. Who docsst want to
be belicved in? Who dossst want to fee they can make.
3 huge contribution? Most peopl want to be part of 3

Fify years sftr itsfounding, & mejorty of the core
tencts of Bill Gorcs mansgement philosophy were el
theving st W. L. Gore & Asocistes ot jus in the US.
operations, but in several of its divisions around the.
world.
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W. L. Gore—Culture of Innovation

“Why ... couldn't an entve company be designed as a
burcacracyfree zone?™

“This was the thought tht cnthrlled Wibert ()
L Gore, achemical engincer at E. . du Pt de Nemours
and Company (DuPond). This thought led i to break.
out of the traditional mansgement practices snd crste
3 company that would cherieh human imagination and
feodom.

WL Gore & Associate, Inc. (referred o as WL Gore,
orjust Gore, in what follows) was founded in 158. It was
 privtcly held company headguariered n the suburbs of
‘Newark, Deaware. In 2ou, it wasranked for the 14th con-
secutiv year smong the “100 Best Companies o Work.
For” by Fortune magrine. Also, orseveral years i a ow,
it s named one of the best workplaces in the United
Kingdom, Germany, France, and Iy I recent years, it
‘had sppeared in the Sweden snd Spain lissss wel-

“The voluntary turnover rate at Gore was around
$—one-thind the sverage rate in s industry (dursble
‘goods)snd.one-ifth thatfo private irm of il size”
In 2013, it had “mre than 5500 employees,called aso-
ciates, located in 30 counries workdwide, with manufac-
turing facilies in the United States, Germany, Scollnd.
Japan, and China, and sales offces around the world*

‘Though thecompany did not publsh s inancials, it
‘had reportedly becn profitble every yesr snce it ncep-
tion, and it revenues were approximacly 3 billon”

‘When Bill Gore embarked o his drcam to cresc sn

innovaive cnterprise over s half century sgo, he had
lotof quesions:
Could you i a company with o irarchy—whereevery-
e was e o talk with everyone ele? How about a com-
pany whrethere were no bosss, no supervisrs and o vice
presdents? Could you et poplechoose whatthey wanted to
‘work on,ratherthan assgning them tasks? Couldyou crete
@ company with no ore” bsines, where people would put
ot much energy into finding the next big thing as they did
nto milking thelast b thing? And could you do al o this
sl il delvering conistent rowth and profitabliy?

BABSON

Background and Brief History
In Apeil 535, Dr. Roy . Pkt a resarch chemist
a Daont,discovered PTFE (polytetraluoroctylene
sin, which was trademarked ande the brand e
Tellon? BillGore, dainbis 7-yar carees ot DaPon,
v signed seveal time o sl RS tak e, he
lat aneof which s esponsible for findin 8 meing-
Rl commercil e for Tellon. While oy vere werking
on i asignmen. anothr group ot DuPont came
it wayto e trmeplasics ot of Teo. e
Dt o necd for Gars group o contine. Gore
obscrved Do Pont l it e hemoplestc version o
Tellon] was g enough.and o roup was disaved”™

Gore behevd that DuPont was gy nderestima-
ing he potcntal ofthislick,wasy laotopaymes™ s0
e contoued o work o i in his sar . Coreknew
Teflos unique propetcs 3 a dctrial nsltor and
v ying o cod wire wih i Fialy i the o 55
‘it hlpfom bis son Bb,he succeded n producing
good bbon b by sandwiching vire between Telon
{apes. DuPont, ith s traditona busings af supsy -
g e el G want to i he wir b
Noncihcess. i grnted Bl Gor permision to st his
v company andageed o provide o eqined sy
Teon~

555 il and his wie, Geneves (View), btk
5 years . st i svings o form W L Gore
€ Roiacs whic opestod from he bascment o
home n the suburs e of Nevark, Delvare. The
Companys st prodc was te Ml et imsled wire
nd cable. In 1960, Gore recivd i irst majr order
o 75 miles of st b calin o the Demer
Wate Corapany. This reqired nceased mamiscaring
Copacity n prompicd ot company’s e rom e
iy bascmnt no s st mamciuring lnt ety

T 1965, B Gor dicoverd tht apily srtch-
ing PTF did ot bra the maerial bt made i strong,
Higly porous, and xtremey vl This nw pay-
mén opanded plyciraucroctylne (PTFE) wa e
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‘Exhibit 1 A Few Notable Events in W. L Gore's History

1958 | e enterpriss st productwas ol-Tt suated i cable. Exyssocits were paid i art wihavards o Goretock.
extabishng  rdtonof szocts oumerip through sharehaking.

1960 | hecompn st s proft et socistes.

1963 | Thecompany camc st patnt. . Patent 3082257 was s 0B ore o the Muconducto Wiog St known s
Mt Tet e

1972 | Goresanmal s rached s10milion.

1981 | oreers were s i space s nhe gl spceshottmision.

1986 | B Gore e e hikingin Wyoming 0274 Bob Gorebecame CEO.

1992 | ld dentt s was toducadationaly

1997 | B i sings were ntroduced

2000 | Cuck Carollbecameprsdentand 0.

2005 | Vv Gor pased aay at age1.Ter ey scceed ChckCaol 2 prsident nd CEO.

2007 | Gorei e s2biion sles mark.

E S -

first st towards Gore-Tex,the waterproof and breath-
sble bri that made the company famous. This polymer
found s way into shoss, gloves, head gear, and other
outdoor sdventure wear that was wsed in cxpeditons to
the North and South poles and Mount Everest In 1981,
the spacesuits worn by NASA sstronauts on the space
shuttle Columbia were made with Gore.Tex abric

By 201, Gore held more than 2,000 patents world-
wide in felds ranging from fabrics, electronics, medi-
cal devices (implant biomaterials), consumer products,
pharmaccatical and polymer processing + More than
35 millon people sround the world had Gorcs medical
mplants. Gore slso supplied the most technologically
advanced portilio of Membrane Elctrode Ascmblics

Exibit2 TheMision

(MEA products) for the fuel cell industey:» Refer to
Exhibit s for ome other nosble cvents i the history of
the company.

Lattice Enterprise; No Hierard]

I spend asignificant amountof tme focusing o the emvi-
ronment at Gore. Tm a firm belieer that i you get the
enviromment right, the business suffis casy”

—Teri Kelly, CEO, Gore*

Gore's mission statement put the culture of the firm
shead of it cmployees and ts prodcts (Exhibit 2).

‘While at DuPor, although Bill Gore was part of a
much bigger organization,the smll focused teams tht

s

s A
Culturs

Associates

Weare poud of
Bl upon our deep knowledge

Leveragecoe technoiogy and orer
competencies

Dowhatwe sy they vl do





image3.png
e used to work 1n had 1nnate passion, intiative, and
courage. The freewheeling spirit and operational aston-
‘omy that drove these smal teams energized Gore, and

e knew they invigorated his colleagues, too” Further,
Bill Gore's philosophy of management was deeply

inspired by two sets of management theory: Abraham

Maslows Hierarchy of Needs, published n 19:3, and

'Douglas McGregor’ 1960 bestseler, The Human Side of
Enterprise*

Maslow suggested that there are five human
needs—phystological, safety, belonging, esteem, and self
actualizaion—and these needs are In a hierarchical
order i the shape of a pyramid. AL the base of the pyra-
mid are the most bastc phystological needs—food. witer,
sheltr, and clothing. At the next leve of the need pyra.
mid is safey, Le., securtty In onés person, inances, and.
health. At the next leve 1s belonging, which 1s about
friendship, intimacy, and family. Estcem nceds include
achievement, confidence, and respect. Finally, at the
top of the pyramid is selF actualzation, which ncludes
creativity moralty and problem salving ®

‘McGregor challenged the prevailing management
beliefs of histtme, which he labeled Theory X. According

P ———

to him, Theory X assumes that the average human
being has an inherent dislike of work and wil avold
1L1F possible. Most people need to be forced to put In
effort adequate to aitain organizational success. By con.-
trast, Theory Y assumes that the average human being
finds work a source of satisfaction and will exercie self-
direction and sel-control in achieving the objectves he.
or she is committed to:®

“These belifs have been at the core of Gords culture
stnce s founding (Exhibit 3). Bill Gore deliberately set
up his fledgling firm with the notion that an entire com.
‘pany can be designed to be bureacracy-free:

The simplicty and order of an authoritarian organization
make it an almost rrsistible lemplation. Yet i is counter
o the princples of individual fredom and smothers the
creaive growth of man. Freedom requiresorderly restraint.
The restraints imposed by the need for cooperation are
minimized with a lattice organization.*

‘A lattice organization i one that involes direct trans-
actions, self-commitment, natural leadership, and lacks
assigned or assumed aulhority. Every successful organi-
Zation has a lattice organization that underlies he fagade
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of authoritarian hierarchy: It  through these latce rga-
nizatons tha things ge done, and mst of us delght in
‘going around the formal procedures and doing things the
Siaightforward and casy way

‘While W L. Gore & Associates scemingly had a divi-
sional tructur, underneah it wasa very flat lattce orga-
nizaion: no traditonal organzational chats, no chains
of command, nor pre-determincd chaniel of commu-
ication Each person in the ltice could interact with
every other person without sn intermediary. All cploy-
cs were known by the same i, Assocate” There was
10 hicrarchy of communication. Associates were fce to
o dirctly o whoever they belived had an snswer.

“The lack of & formal organizationsl chart mesnt that
the sscociates had to bald ther own nctwork through
personal relationship. It s ther personsl responsil-
ity o connect snd build their own lttice on ther own
imitistive. This heavy emphasi o relationships extended.
beyond assocate to customers, vendor, and surround-
ing communitics. Direct face-to-face communicstion
and phone clls were found to work best in collsborst-
ing, building snd maintaining long-term reltionships.
So co-location of facltes nd plants was very import-
i for Gore. For instance, thee were 15 sites clusered.
around their headguarters, in Delaware, and 10 planis
around Flagstaf, Arizona. This density enhanced both,
cros-functionsl and cross-tesm communication and
collaboraton.™ Purther, most of Gores bulldings were.
very un-corporat-like: unassuming, bland, boring, and
unimpresive

‘The company had four major divisions: fabrics,
electronic products, medical products, and industrial
products. I had small, product-focused business units,
with sl the company-wide support anctions to nsue
smooth dsy-to-dsy opsration. No business unit was
allowed to grow beyond a ceriain size and, with only
a few exceptions, facilty and manufacturin sits were
limited 0 no more than 250 asociaes. Bill Gore beleved.
ha the firm had "o divide o that you can maltiply™@ A
clusterof small lants s proximity allowed for cveryone.
0 know cveryone lse, have s sense of ‘ownership snd
identity”™ s well ss accountabilty for thir decisons.
This clossness slo helped associstes to move casily
between projects.

BillGore was not s fvor of manusls or urcascratic
rules for prescibing a fixed soluion in sny given sit-
ation. So, according to Terr Kelly, president and CEO,
policy manuals were quie useles,sinceevery stuaton.
was diferet, and they took judgment avay from indi-
viduals» Gores sssocistes had the freedom to snalyze

and come up with thei ovn conclusion as to the best

way to desl with different situstions. Ratherthan provid-

ing  playbook, the irm used aset of four guiding princi-
ples, originally articulaed by BillGore, to help associates
with ther decsions and behaviors:

® Freedom: The company wss designed to be an
organization in which sssociates can achicve their
onem gosls best by direcing ther cforts toward the
success of the corporation; action i prized; deas
are cncouraged; and making mistakes is vewed 35
part of the crestive process. We define freedom as
being cmpowered to encoursge cach ofher 1o grow.
inknowledge,sil scope of respansibiity and range
of scivitics, We beleve tht sssocites vl exceed
expecttions when given the freedom to do s0.

' Faimes: Evcryone at Gore sincersly ris to be fir
with cach other, our suppliers, our customers, and
anyone clc with whorm we do busincss.

B Commitment: We are not asigaed tasks rather, we
each make our own commitments and keep then
' Wateline: Evryone s Gore consts with other seo-
it befoe taking actons that might be below the
watrlne"casin seious damage t the company. >
At Gore,  governing metaphor was the Gore Ship™
every ship has & “waterine” If you make one bad deci-
sion, and that makes a hoe i the ship above the water-
e, the ship may be damaged, but it wil survive and
ot sk You can learn from that cxperience snd move.
on. But ifyou mke s hole belows the waterine, the ship.

could sink.

At most firms, guiding princples tended to be nice
displays in entrances snd in halleays o brochures. Al
Gore, the assocates had (0 v them every day, since
there were o job desciptions or direct reports.

Leaders, Sponsors, and Associates;
No Titles or Bosses
“[Gore i fough lc o ™

There were mo fxed o asigned ortiesat Gore.
Even he CEO did ok have diect repots Lenders ot
Gore focased o dcenraztion, made working groups
o fanconal nd llcted resources. Leaders o
ot ke commitmentsforobers. Etrme recdom and
uonany meant hat all snciics had 10 anderstand
{bci v cpabilies sl st teir own agendas.
0 mt commiments to deie resuts. Ress were
Crlited byt pers.

iing was condidered a “waein” decision,s0 can-
didtes wer intrviwed by & roud and divre eum.
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The hiring process was heavily weighted towards a can-
@idates 6 with the values and the culture, rather than,
merely  technical B, Gore hired fercely motivaed peo-
plewho were able o take nitiative, et fee topursue ideas.
on their ovn, communicated effctvey,buil thee own
nctworks, and colldborated o creat innovative prodcts.
‘Gore cherihed the noton of “natursl leadership’™
‘Natural leadership was defined by followership. It
seas ot possble to be @ Ieader st Gore unless you had
followers. No one started as a leader st Gore Leadership.
eas carned over time. Mos ofen, leaders emerged natu-
rlly by demonstrating special knowledge, skl or expe-
rincethat advanced business objectives. A leder had to
ke re-carning th respeet at every sip, because teams.
had the lierty to fir their chicf st any ime. "W vote
it ou ect” [sid] Rich Buckingham, a manufacturing
leader in Gores technics] fbrics group. “If you call
mesting, snd people show up. yorre & leader™ A leader
seho bad repeately carned such a label was fre to use
the weord leades” o his or her busincss card”
Leadership was defined by ncs shly to inflacnce
followers: leadership without suthority. Influcnce was.
cultvaed by bulding credibilty. This required 3 grest
deal of preparation, valdation, and people skils to mar-
shalthe resources, rathe than dictation based on author-
ity This lack of suthority slso meant that leaders were.
often required tocxplain ther decsions and sctions. Ax
Steve Young, s consumer.mrketing cxpert hired from.
Viasic Foods, quickly discovered, “If you el anybody.
sehat to do here,they | nver work for you sgain™
Kellys path to becoming CEO, one of the very few
tiles st Gore, reflects the company’s oversl spprosch
to leadership. In 1583, Kelly joincd Gore ss » process
engineer. During her carly years a Gore,she focused on.
geining expericnce 55 product peciait with the then-
‘small ity fbrics business unit.She lsterled the unit
and helped i grow into s eading producer o protecive
products for the srmed forces globally. In 1998, Kelly
gsined rcognition s part o the lesdership tesm forthe
‘lobal Fabrics Division and helped cstabish Gore’ first
Ksian fbrics manufacturing plant, in Shenzhen, China.
Concurrently serving on the Enterprise Operations
‘Comamitce, she also contrbuted to guiding the compa-
s srstgic dirction * In 2005, when Chuck Carroll
reired as CEO, the management asked assocates 1o
choose someone they would be vilng to follow. They
serert iven  pre-defined it of names and were free
to choose anone. As Kelly recalled, “To my surpris, i
Bvery assocat had apersonal sponsor,somcone who.
‘had voluntarly made a commitment to the associates

development, maximizing his or her contribution to the
organizaton. Al understood that theirjob was o make.
everyone cle successfal The sponsors belped new-
comers with ther commitments and in flfilling what it
‘would tke to dlver on them. They guided new ecruits
in finding & good fit between their skils and the nccds.
of  partculr eam. Durin the is few months, a new.
associste waslkely o experience diffrent teams snd be.
audited for a rol. As the sssocises commitments and
nceds changed, they or thei sponsors were fee o deter-
mine whether hanes were nceded, o even a new spon-
Sor Similrly, teams couldchoose whether they wanicd to
adopt a new mermber:® S, f an asociate had difficules
finding asponsor or 3 eam, it was a trong indication that
the sssociste would not b & o it s Gore®

‘One ofthe primary responsiilis o a sponsor, 353
positve advocatc was o collect 360-degree information.
and fredback regarding the ssocise personsl develop-
ment. Tis information, gathered from peers and lead-
ers was then shared with the appropriate compensation
committee, Most sponsors were responsible for about
fve to seven ssociates. Leaders at Gore had four over-
arching requirements, centered on “living the culture”
(sce sl Exhibit ).

Leading Self—Be inirospectiv, determine your capabili-
e, how your actions could mpact he nterprise.

Geting it done—Be capabl of doing the work, infl-
encing others to get the necessry work done in an appro-
priate ot of time.

Shaping the vison —This diffretiates "Leader”and.
Associat”th ablty fo shape o define the vision.

Leading others—One canot o it lone and thr v,
the abityto influence others to compltethe task.

i & Leadersp Expecations
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Living the culture—Did the eader upholdthe valus of
cultue in the rocese o getin their work done?

Whil these requirements described what s
expected, cerain behavior did ot it with the cultue.
Seltpromotion, being a “know.Lall” declaring, I am
an expert” and dispaying a Lone Ranger® type of behay-
for were disdined st Gore. It would be cvident when an
associste did not xhibit the behaviors consistent with
the culture. When this happencd, the associads spon-
Sors and mentors would try to work with the individual
0 creste an action lan to corret thse behaviors, other-
wise,the partes would ook o other options-—including,
voluntary or imvolustary terminstion.

Only Commitments; No Assignments
Asocises were responsible 1o managing ther ovn
workdoad snd would be accounable 1 othrs o thec
{eam. Only the ssocise could make » commitment 10
o somethinga ask.prject or 8 o el O te
Commitment was made he asocae vas cxpected to
mcet . New ssocaes were reglarly cationcd sgins
verextending themschves, and associtescould eect

Exbibies setuplosucess

any request. But once someone said, T will do this? it
was considered s near-sacred osth,

Projects and teams were not formed by assigamen;
rther, prodiuct o project concept was usually formed
by an individusl, who garnered support to move fo
ward. As the projct progressed, project founders—not
managers—had tosll thei des toother associstes who
they flt had the necessary technical, market, and orga-
nizstional skill to advance the project.

Objectivs were set by those who made them hap-
pen. This stategy was based on the belif that ssco-
Cistes who were allowed to choose which projects 1o
sponsor-—by commiting thei resourccs—would more
likely be motivated. becsuse they would choose projects
they belcved i snd felt they had sn ownership stke in
thei succes. Further, small tesms with highly motivted.
associstes supporting s project o prodict concept were
more likly to succeed, because they beleved in what
they were doing, Exhibi 5 highlightsthis ink between,
associate engagement, autonomous teams, and business

Teams were usually quite diverse, conssting of
mathematiians, engincers, accountants, machiniss,
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