Newsletter of E. C. Davis & Associates Issue 4, January 2010

The following articles appeared in our January 2010 email newsletter. We welcome your comments on any of
our articles. Send an email to info@ecdavis.com.

Book Review
by Ellen C. Davis

High Commitment High Performance: How to Build a Resilient Organization for Sustained Advantage
by Michael Beer

Harvard professor and OD consultant, Michael Beer’s new book is a comprehensive text for anyone wanting to
create a high commitment, high performance organization. While there is much to learn from this text, even
for those of us who have been in the business of creating organizations for many years, | found two sections of
particular interest and value.

= “What stands in the way” of sustaining successful high commitment, high performance organizations?
Beer discusses six “silent killers,” all things | too have seen in organizations that have stumbled on their
journey to high performance.

Ineffective top team

Unclear strategy, values, and priorities

Either top-down or laissez faire senior management style
Closed vertical communication

Poor horizontal coordination

Inadequate down-the-line leadership skills and development
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Beer asserts that the only way to overcome these barriers is for the leadership team to willingly listen and
openly engage in conversations where their managers and employees can tell them what is really going on.
He calls it enabling “truth to speak to power.” | concur completely!

=  “What HCHP leaders must do, be, and know.” The best way to summarize this is to provide you the chart
from page 127 in the book:
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TABLE 6.1.

WHAT HIGH COMMITMENT, HIGH PERFORMANCE LEADERS MUST DO, BE, AND KNOW

Do

Be and Know

= Connect authentically

Requires self-awareness, capacity
to be self-revealing

= Advocate a direction

Requires deep beliefs and will to
lead

= |nquire into the quality of the
direction and barriers to
implementing that direction

Requires will to receive feedback
and learn

= Help the organization confront
and resolve tensions

Requires readiness to engage in
conflict and have “the
conversation that matters”

= Design an aligned organization

Requires systems perspective and
design skills

= Develop a partnership with
employees

Requires going beyond the
“heroic” model of leadership

= Lead learning and learn to
improve leadership

Requires courage to be vulnerable
and learn

Beer, Michael. High Commitment High Performance. San Francisco: John Wiley & Sons, 2009.

Beer adds a crucial reminder that success in building a high commitment, high performance workplace will
not be possible without an aligned leadership team. Again, | concur completely!

| hope | have prompted you to consider sitting down and reading the book — it is very good and has much
more to offer than the portions | have highlighted here. Michael Beer and | both have consulting roots at
Corning. And one of the book’s collaborators, Russ Eisenstat, completed an internship at Cummins in my
department. Maybe it isn’t so surprising | found much to like after all!

If you want to read more, but don’t have time for a whole book, you can access an interesting interview with
Michael Beer at http://hbswk.hbs.edu/item/6119.html.

©2010, E. C. Davis & Associates LLC, Charleston, SC. www.ecdavis.com 2



http://hbswk.hbs.edu/item/6119.html

With a Nod to the Ladies ~ and the Companies that Develop Them
by Ellen C. Davis

Women occupy senior leadership roles throughout business, and that phenomenon is occurring more and
more in operations positions as well as the more traditional roles such as HR. It’s a good thing too, as women
are really operations capable! We want to pause for a moment in this issue focused on leadership to
acknowledge senior women in manufacturing, and the companies that placed them in those roles.

Senior women reflect on how they got there.

Our Plant Managers Network has existed for 23 years, and has averaged 20 members over the years. In the
early days, there were no women in the Network, simply because we couldn’t find any who were plant
managers! Gradually that began to change. Today we have three women plant managers in our Network!

Recently | queried two of the women leaders in our Plant Managers Network about their perspective of
themselves and their companies. One of them was Terri Mauk, Plant Manager of Steuben Glass LLC in Corning,
NY. | asked them both what personal characteristics they felt they possess that helped them succeed in a
challenging operations role, and what development provided by their companies had made the most positive
difference.
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intelligent with a good measure of common sense, and versatility (ability to interact effectively with
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values diversity, managers who were concerned with both technical and interpersonal talent, and were

open to people growing in roles outside their technical area (in my case, allowing an accountant to
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My second respondent is another Plant Manager, who requested to remain anonymous. She
responded very briefly —and clearly: @ 5 S & A NI ng Wigh khk ehcauXagemdntind support to break
YS% 3IANRdzy R Ay (iSBe went oX to §ft€rdcentieddddhig dgelopment activities in the
company through the Corporate Leadership Council where they are clarifying that success requires a
strong combination of basic ability, engagement and commitment, and aspiration or desire.

More women show potential for senior roles in operations.

As some of you already know, we at EC Davis have gathered a great deal of statistical data with our Team
Manager Development Center. We have sought to understand the impact of experience, education, and even
age and gender on our 12 leadership competencies. One statistical finding that has always been interesting to
me is that women TMDC participants overall perform better on the TMDC assessment competencies than
men. The women who perform best of all in our TMDC have been college-educated, and they possess the
Myers-Briggs NT characteristics, which indicate being visionary, future-focused and conceptual as well as
assertive and analytical. (To read more on these and other TMDC research findings, look again at our June
2005 issue of Directions.)
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McKinsey Research findings support the TMDC statistical data.

The McKinsey On-Line Quarterly published an article in September 2008 on their findings regarding women in
senior leadership roles. In brief: companies that have women in senior leadership roles perform better
financially than those that do not. McKinsey also cites other studies from Columbia University and the
University of Maryland demonstrating the association of corporate financial performance and women
participating in senior leadership roles. (To read “A Business Case for Women,” follow this link:
https://www.mckinseyquarterly.com/article_print.aspx?L2=18&L3=31&ar=2192.)

So, what can we take away from this?

It’s pretty simple really. Many women can and do serve successfully as senior operations leaders in
manufacturing. More and more companies are recognizing this fact and acting accordingly.

We encourage women who read this to challenge themselves to develop the job skills, the work ethic, and the
deep desire that senior level success requires of men and women. We encourage the companies to employ
the good leadership development practices that Terri and others benefited from in their respective
organizations.

We hope to welcome more and more women leaders as members of our Plant Managers Network!

Team Leader Skills Inventory (TLSI):

on-line version of this 360° instrument now available

The TLSI (Team Leader Skills Inventory) readily meets a team leader’s need for more specific and ongoing
feedback. And it meets the manager’s (and colleagues’) need for a simple tool to give specific feedback on a
more frequent basis. Now it has been released in an on-line format, making it much more timely and
accessible to a wide audience. We encourage you to try the TLSI by doing a free self-assessment.

The TLSI is cost-effective and simple to administer. An on-line package of 10 surveys is only $S40. There are
only 40 items and it takes about 15 minutes to complete. Results are computed in our office and a profile is
promptly returned to you electronically.

Short and simple — but also soundly researched using data from Team Manager Development Centers over a
10-year period and trial tests with numerous client companies. Dr. Paul Marciano, who developed this
leadership assessment instrument, has given great care to ensure the instrument measures valid behavioral
requirements of team leadership and that it is psychometrically sound.

More details and ordering information can be found here.
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Robin Ready’s Resolutions for Team Leaders
by Tommy L. Davis

As we enter into 2010, | wonder what resolutions each of you has made. Are there any that focus on your personal
leadership improvement? If not, now is a good time to do so. Spend some time reflecting on your own and your team’s
development and performance in 2009 and the expectations that are ahead for 2010. Here are a few tips and
techniques that Robin Ready might suggest.

9 Start the New Year off with clear performance expectations and a review of last year’s performance results — not
just the numbers but also the behaviors needed and expected for success. Remember to keep it simple and engage
the team to be sure they understand and have bought in to the expectations.

9 Get organized for 2010. Managing your time, your priorities, your mailbox, and your communication is key to your
success in 2010. Consider doing a “Five S” project for your office this year.

9 Focus on opportunities to coach, teach, encourage, reinforce, and develop others by asking more questions and
giving more feedback. Remember that coaching is what you do, what you do again, and what you keep doing. Good
coaches know where to start the coaching process, use their strengths, and follow up for success.

9 Engage your team in the decision-making process. Challenge them to use good problem-solving techniques to
resolve problems quickly and also allow learning to be passed on. Be careful: do not solve all the problems for your
team. Lead others to the answer but do not give it to them too soon. Ask how they would solve the problem and
what decision would they make if it were just up to them.

Communicate, communicate, and communicate! Keep it simple, to the point, and do it often. Ask questions and
listen to responses; do less “telling” in 2010.

9 Confront differences and disagreements when you see them. Step back to gather the facts and communicate them
as you see them. Ask for ways to reach workable solutions, get agreement to move forward, develop a plan, and act
on the plan. Remember that conflict and differences do not go away; they just go underground and bubble up
somewhere else.

9 Plan to have some fun and celebrate during 2010. Provide encouragement, feedback, recognition, and laughter. You
are the model for your team so be positive and excited about your work. And always remember to express
appreciation to your team. A simple “thank you” goes a long way.

Ellen, Tommy and Robin Ready wish you the best for 2010. We encourage you to revisit your TMDC Tips and Technique
booklet and your TMDC report for help as you set your 2010 development resolutions. Tips and Techniques booklets
can also be ordered on our website, www.ecdavis.com.

Team Manager Development Center
For a limited time, the TMDC fee is only $1500 per participant!
Take advantage of this special offer to provide this proven training opportunity for your employees, and save 25% over
current TMDC pricing! Our next programs are scheduled in Charleston, SC:

March 22 -24,2010 and June7-9, 2010

Send an e-mail to admin@ecdavis.com to register or for more information. If you're not familiar with this program, read
about it here.
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