Contents

1 Introduction 1 1.1 The method in a nutshell : : : : : : : : : : : : : : : : : : 3 1.2 Overview of the rest of the book : : : : : : : : : : : : : : 6

2 Gast’s Laws 9

3 Model Mission Statements 25

4 What is a Good Mission Statement? 29

5 Four Steps to an Effective Mission Statement 37

6 Organize a Mission Team 39 6.1 The value vote : : : : : : : : : : : : : : : : : : : : : : : 40 6.2 The group interview : : : : : : : : : : : : : : : : : : : : 42

7 Use Gast’s Laws to Identify Objectives 45 7.1 Objectives for Law 1 : : : : : : : : : : : : : : : : : : : : 46 7.2 Objectives for Law 2 : : : : : : : : : : : : : : : : : : : : 50 7.3 Objectives for Law 3 : : : : : : : : : : : : : : : : : : : : 53 7.4 Objectives for Law 4 : : : : : : : : : : : : : : : : : : : : 57 7.5 Objectives for Law 5 : : : : : : : : : : : : : : : : : : : : 59 7.6 Objectives for Law 6 : : : : : : : : : : : : : : : : : : : : 61

8 Construct the Mission Statement 63 8.1 Styles of mission statements : : : : : : : : : : : : : : : : 64 8.2 All mission statements are not alike! : : : : : : : : : : : : 66 8.3 The review process : : : : : : : : : : : : : : : : : : : : : 67 ii CONTENTS 8.4 Frequently asked questions : : : : : : : : : : : : : : : : 68 9 Use the Mission Statement 73 9.1 AnheuserŋBusch Technology Acquisition Team : : : : : : 73 9.2 Ukrop’s Super Markets : : : : : : : : : : : : : : : : : : : 75 9.3 VCU Department of Psychology : : : : : : : : : : : : : : 76 9.4 School of Allied Health Professions : : : : : : : : : : : : 77 9.5 Coastal Hospice : : : : : : : : : : : : : : : : : : : : : : 77 9.6 Bon Secours Health System : : : : : : : : : : : : : : : : 79 A The Four Steps to an Effective Mission Statement 83 B Gast’s Laws 85 C The Baldrige Award Winners 87 D AnheuserŋBusch Technology Acquisition Team 89 E British Airways 91 F Ford Motor Company 93 G Johnson & Johnson 95 H Ukrop’s 97 I VCU Department of Psychology 99 J School of Allied Health Professions 101 K Coastal Hospice 103 L Bon Secours Health System 105 M Examples of Organizational Values 107 N The Group Interview 117 O About the Authors 123

About this book

The Mission Primer is a concise guidebook that teaches you how to develop, evaluate, and manage an effective mission statement for your organization.

It is intended for any group of people who are organized for any purpose. No matter what type or size of organization you belong to, The Mission Primer will show you how to develop an effective mission statement for your organization. It works for industrial concerns, nonŋpro^ts, schools, hospitals, churches, charities, or government agencies; from small threeŋ person sections, to large departments, to giant multinationals.

The book outlines a simple fourŋstep method for developing effective mission statements. Our unique method is structured, quanti^able, and has a distinct beginning and end. We have used it successfully with dozens of corporate, university, and nonŋpro^t clients. The method is based on a set of six laws Ů what we call Gast’s laws Ů that describe the culture of a successful organization. The central idea is that a good mission statement describes how the organization intends to comply with Gast’s laws.

Although we are sometimes met with initial skepticism from our clients, it never lasts long. Apparently, Gast’s laws are based on fundamental and enduring properties of human beings, and thus they resonate strongly with the people who are exposed to them. Gast’s laws provide a direction and a clarity that make the process of writing a mission statement focused, timeŋ limited, and rewarding. If you are leading or participating in an effort to develop or evaluate a mission statement for your organization, then you can bene^t from the ideas in this book.

iv CONTENTS

Chapter 1

Introduction

A wellŋcrafted mission statement that is used on a daily basis is the hallŋ mark of many great organizations. British Air, Ford Motor, and Johnson & Johnson are shining examples. An effective mission statement is a core document that de^nes the fundamental objectives of the organization. It is also a cultural contract between the organization and all of its constituents, including employees, suppliers, customers, and owners. When used effecŋ tively, it clari^es the longŋrange goals of the organization, as well as de^ning how the organization behaves as it strives to reach those goals.

As a leader in an organization, whether a CEO, of^cer, educator, section head, or shop foreman, you must know how to create, evaluate and manage an effective mission statement. But writing an effective mission statement is hard for most of us. There are many books and articles that talk about the importance of mission statements, but very few that describe how to write an effective one. For most of us, the process of writing a mission statement is uncertain, the goals of the process are vague, and the result is often a warm and fuzzy blob that is ignored or ridiculed.

For example, Scott Adams, the creator of the Dilbert comic strip, exŋ ploited the uncertainty about writing mission statements in a famous hoax that he perpetrated on some senior executives of Logitech International, the world’s largest manufacturer of computer mice. He pulled off the deception with the cooperation of the coŋfounder and Vice Chairman of the company. An account appeared in the San Jose Mercury News and later in newspapers across the country.

In October, 1997, the Vice Chairman called executives to a meeting with Mr. Adams Ů alias Ray Mebert Ů whom they were told was a consultant. The purpose of the meeting was to draft a new mission statement for Logitech’s New Ventures Group. Mr. ŞMebertŤ told the group that his credentials included work on Procter and Gamble’s Taste Bright Project, which he claimed was a secret effort to boost sales by improving the taste of soap.

Executives nodded agreement. Having established his credential as a consultant, Mr. Mebert ridiculed the New Ventures Group’s existing mission statement: ŞThe New Ventures Mission is to provide Logitech with pro^table growth and related new business areas.Ť He then led an exercise in which managers suggested words and ideas that could eventually be included in a new mission statement. The result of this process was the following mission statement:

The New Ventures Mission is to scout pro^table growth opporŋ tunities in relationships, both internally and externally, in emergŋ ing, mission inclusive markets, and explore new paradigms and then ^lter and communicate and evangelize the ^ndings.

Adams’s hoax is a funny story that raises a serious question: How could a group of smart people put up with this silliness and accept such a poor mission statement for their organization? It’s hard to say for sure, but here is one explanation. The Logitech executives were uncertain about how to go about writing and evaluating mission statements. They probably felt uneasy about the process that Mr. Mebert was putting them through and about the resulting mission statement. But the boss seemed to have a high opinion of the guy, and if they criticized him they might be asked to suggest something better and then justify it. Without a clear understanding of what constitutes a good mission statement, the Logitech execs probably decided that silence was the wiser course.

Hal Lancaster also wrote about the confusion surrounding mission stateŋ ments in his Wall Street Journal column. At some point, Mr. Lancaster decided to write a personal mission statement. Before undertaking this daunting task, he asked his readers for suggestions. He received over two hundred replies from consultants, coaches, executives, and professionals. In his estimation, these replies made his task more dif^cult rather than easier because there was so little agreement on what constitutes a good mission statement and how to write one. If people can’t agree on how to write a mission statement for a single person, then how are they supposed to write a mission statement for an organization with hundreds or thousands of people?

We’ve noticed this uncertainty in our management consulting business. Clients routinely complain that they have been working on their mission statement, but are bogged down and need some outside help. For examŋ ple, a few years ago we were approached by a health care organization in Maryland whose board was having trouble formulating a mission statement. When we investigated, we found that they lacked a conceptual framework around which to build their mission statement, and were bogged down with unresolved objectives about what the organization should be doing. The result was confusion and frustration.

On another occasion we were approached by the CEO of a large health care system in Florida. The health care industry was in the midst of gutŋ wrenching change, and his organization was attempting to develop a new mission statement that would articulate the strategies they would need to survive. Two previous attempts at developing the mission statement had failed, and again the main culprit was the lack of a coherent framework.

1.1 The method in a nutshell

Our point is that there is a great deal of uncertainty in the business world about what constitutes a good mission statement and how to go about develŋ oping one. To clear up the uncertainty, we have developed a simple fourŋstep method for developing effective mission statements. Our method is strucŋ tured, quanti^able, and has a distinct beginning and end. We have used it successfully with dozens of corporate, university, and nonŋpro^t clients, including the organizations in Maryland and Florida mentioned earlier in this chapter that contacted us for help.

Here is the method in a nutshell (also listed in Appendix A):

1. Organize a mission team.

2. Use Gast’s laws to construct the fundamental objectives of the orgaŋ nization.

3. Use the fundamental objectives to construct the mission statement.

4. Use the mission statement regularly and strategically.

For Step 1 we will give you some practical suggestions for organizing a mission team and getting it to work together as a unit. In particular, two techniques called the value vote and the group interview are especially useful ways to get the process going.

Step 2 introduces the unique and central framework behind our method: a set of six laws (or obligations) that a business must satisfy in order to be successful. These laws were identi^ed by the late Prof. Walter Gast at St. Louis University in the mid 1950s, so we call them Gast’s laws in his honor. They are listed in Appendix B for your reference.

A mission statement describes the fundamental objectives of a business, and Gast’s laws describe the fundamental objectives of a successful business.

Thus, our method is based on the central idea that a good mission statement describes how an organization intends to comply with Gast’s laws.

Our notion of a mission statement is more inclusive than most. A mission statement should describe the fundamental objectives of the business, and as such includes what people variously refer to as missions, values, guiding principles, credos, corporate philosophies, visions, strategic intent, goals, key processes, beliefs, management actions/behaviors, codes of conduct, quality statements, and so on. For example, certain Catholic hospital systems refer to their mission statement as ŞOur Collective Expression of Mercy, Mission and Shared Values and BeliefsŤ and ŞThe Philosophy of the Bon Secours Health SystemŤ. Some Japanese managers refer to their mission as their ŞInner IdentityŤ. We’ll use the term mission statement to subsume all of these terms.

Given this de^nition of a good mission statement, writing a good mission statement is straightforward: Consider each of Gast’s laws one at a time, and for each law, decide what the organization should be doing to satisfy that law.

You can also use Gast’s laws to evaluate an existing mission statement. For each of the six laws, assign a numbers between 0 and 1 that re~ects how well the mission statement address that law. The result is a score, on what we call the Gast scale, that measures how well a mission statement addresses Gast’s laws, and thus quanti^es how good the statement is.

Since our method uses Gast’s laws as the framework for both writing and evaluating mission statements, it will only be as useful to you Ů someone who is leading or participating in the effort to write a mission statement for your organization Ů as your belief in the truth of the laws. So there is an easy way to evaluate whether or not this book will be helpful to you. If you think Gast’s laws describe the culture of a successful organization, then we can provide you with a clear and concise way to develop a good mission statement. If not, then our method won’t be helpful to you, and you should look elsewhere for ideas.

We’ll describe Gast’s laws in more detail in Chapter 2, but since they are the core of the method, we summarize them brie~y here. Gast’s laws are intriguing and possibly controversial to some because they suggest that making a pro^t is not the main purpose of a business. Gast’s laws say that in order for a business to be successful in the long term, it must not only provide a just return on capital, but it must also do things such as produce a useful commodity or service, increase the wealth of society, provide productive employment opportunities, help employees ^nd meaningful and satisfying work, and pay fair wages. In return, employees (both managers and workers) have an obligation to make the most productive use of their labor and the organization’s capital.

Gast’s laws are powerful and general because they are based on enduring properties of human beings, and not on the speci^cs of a particular economic, political, or social environment. For example, people have a deep need for meaningful and rewarding jobs, and Gast claimed that businesses that do better at satisfying that need will be more successful than those that don’t.

Because they are based on enduring properties of human beings, Gast’s laws resonate strongly with people. The laws have a sense of rightness and justness that people respond to deeply. People often approach the job of developing a mission statement with skepticism and cynicism, yet we have never had a negative experience with any of our clients when we help them develop a mission statement based on Gast’s laws.

But you don’t have to take just our word for it. It is no accident that the publiclyŋtraded winners of the Malcolm Baldrige National Quality Award, which is the most signi^cant award for quality that a U.S. company can receive, have outperformed the Standard & Poors 500 stock index by a 3ŋtoŋ1 margin since 1994, and also have mission statements that have an extremely high compliance rate with Gast’s laws.

Once you have identi^ed a set of fundamental objectives for your orgaŋ nization that satisfy Gast’s laws, then you are ready for Step 3, which is to use the fundamental objectives from Step 2 to construct the actual mission statement. Later in the book, we will give you some practical suggestions for turning the fundamental objectives into an actual mission statement, using mission statements from real companies as examples.

The ^rst three steps help you develop a good mission statement, one that describes how the organization intends to address each of Gast’s laws. However, in order to turn a good mission statement into an effective one, you must use it regularly and strategically in your organization. This is the purpose of Step 4. Later in the book we will describe many realŋlife examples of organizations whose mission statements play a powerful role in the daily and strategic business of the organization.

Our fourŋstep method is effective for a number of reasons:

1. It is simple to understand and implement. Complicated schemes cannot be successfully implemented in most organizations.

2. It has a distinct beginning and an end. People who use our method don’t get lost or bogged down in the process of building the mission statement.

3. It produces a mission statement that addresses the needs of all of the constituents of an organization. The resulting mission statement resonates with people, and thus they are more inclined to accept it, promote it, and use it in their daily work lives.

The bottom line is that our method produces mission statements that if wellŋmanaged could improve the longŋterm effectiveness of your organizaŋ tion in many ways, including increased pro^tability, productivity, return on investment, employee satisfaction, and general prosperity.

1.2 Overview of the rest of the book

This book is meant to be a concise guidebook to help you develop an effective mission statement for your organization, whether it is a small section or department, a regional business, a school, a department in a school, a church, a government agency, a military unit, or a nonŋpro^t organization.^1 We’ve

1Throughout this book we will use the words organization and business interchangeably to refer to any group of people organized for some purpose.

1.2. OVERVIEW OF THE REST OF THE BOOK 7

used the method outlined in this book successfully with all of these different types of organizations.

In the remainder of the book we’ll explain what a mission statement is, how mission statements are used by businesses, and most important, what constitutes a good mission statement. We’ll show you how to use Gast’s laws to evaluate and modify existing mission statements, how to write new ones from scratch, and how to manage the resulting statements. When you have ^nished the book, you will have learned a powerful new tool for developing an effective mission statement.

8 CHAPTER 1. INTRODUCTION

Chapter 2

Gast’s Laws

The late Walter Gast was a Professor in the School of Commerce and Finance at St. Louis University during the 1940s and 1950s. In 1958 he joined the faculty of the School of Business at Marquette University, in Milwaukee, WI. He chaired the Marquette MBA program before retiring in the 1960s. While at St. Louis University, Prof. Gast taught a course on Principles of Business Management to Dick O’Hallaron (the ^rst author of this book) during the mid 1950s. He would later become Dick’s advisor and mentor.

Prof. Gast opened the ^rst class in his course by saying, ŞI am going to prove to you that making money is not the main purpose of General Motors.Ť Dick’s initial reaction to this was, ŞThis guy is crazy!Ť However, Prof. Gast was true to his word, and during the next 15 weeks he managed to convince Dick and most of the other students that making money, while extremely important, is not the only purpose of General Motors, or any wellŋrun organization for that matter.

Prof. Gast was neither naive nor a socialist, and he certainly recognized that making money is an essential purpose of a business. However, his point was that for an organization to perform well in the long run, it must recognize that it has other obligations in addition to making a fair rate of return. In particular, Prof. Gast claimed that a business must satisfy the following obligations in order to be most successful:

1. Produce a wantŋsatisfying commodity or service and continually imŋ prove its ability to meet needs.

2. Increase the wealth or quality of life of society through the economic use of labor and capital.

3. Provide opportunities for the productive employment of people.

4. Provide opportunities for the satisfaction of normal occupational deŋ sires.

5. Provide just wages for labor.

6. Provide a just return on capital.

Prof. Gast never gave these six items a formal name, but we refer to them as Gast’s laws in his honor. We’ve listed Gast’s laws in Appendix B for easy reference.

You can view Gast’s laws in a couple of different lights. On the one hand, they summarize the obligations that a business has to its society (Laws 1ŋ3), to its employees (Laws 4ŋ5), and its owners (Law 6), as well as the obligations that its employees have to the business (Law 2). On the other hand, if we accept that Gast’s laws are general attributes of a successful business, then satisfying them should be an objective of that business. In this sense then, Gast’s laws can also be viewed as longŋterm strategic goals of any business or organization. According to Andrew Campbell, Director of the Ashridge Strategic Management Centre in London, England, and one of the foremost authorities on the subject of organizational mission, Gast’s Laws are the cornerstone of stakeholder theory. Let’s look at them more closely.

Law 1

Law 1: A business must produce a wantŋsatisfying commodity or service, and continually improve its ability to meet needs.

Law 1 says that an organization must have a clear idea of its customers and their needs, and that it must provide a commodity or service to the customers that meets those needs. The organization must also continually improve its ability to recognize and meet the needs of its customers; a business cannot rest on it laurels. Law 1 reminds us that an organization must have a clear idea of its core businesses, and it must always be working to improve its ability to compete in those businesses.

Law 2

Law 2: A business must increase the wealth or quality of life of society through the economic use of labor and capital.

Law 2 addresses the obligation of a business to contribute to the wealth or quality of life of society. In other words, the organization must improve society in general, and the communities where it does business in particular.

By requiring that the organization make productive use of labor and capital as it increases the wealth of society, Law 2 tells us that employees Ů both workers and managers Ů have an obligation to ensure that the organization produces high quality goods or services in a costŋeffective way. The obligations of employees are a vitally important aspect of Gast’s laws. Both the business and its employees have obligations to live up to.

Law 3

Law 3: A business must provide opportunities for the productive employment of people.

Law 3 describes the obligation of a business to society to provide productive employment to people in that society. This is the most controversial and important of Gast’s laws because it de^nes the basic relationship between an organization and its employees, based on respect and trust. (Because of its importance, we will spend a great deal more time discussing this law than the others.)

Law 3 says that a business must have respect for people and that people must be able to trust the organization. A business does not own its employees; employees who join a business do so with intrinsic rights and responsibilities. A business is not obligated to hire people it doesn’t need. But if and when it does hire them, it has a responsibility to keep them productively employed. If business is slow, the business should exhaust every means to keep their people productively employed, even when it would be more expedient to simply ~ush them.

Of course, layoffs are unavoidable in some cases, but Law 3 tells us that because of the respect that it has for all its employees, a business lays off those employees only as a last resort, when absolutely necessary for the survival of the business.

When Prohibition began in the 1920’s, Adolphus Busch, the owner of the AnheuserŋBusch breweries, had a serious problem. His only product was illegal, and it was not clear what to do with the plant, equipment, and labor designed to produce that product. Perhaps the simplest and most pro^table solution in the shortŋterm would have been to just shut down the plants, lay off all the people, and sell the assets.

This was exactly the solution adopted by many other brewers. But Mr. Busch rejected this option, choosing instead to keep his workers employed in other related tasks. Barrel makers made wagons and furniture. The breweries produced bottled water and other nonŋalcoholic beverages. The grain distribution system was reworked into a new animal feed business.

When Prohibition ended, AnheuserŋBusch was light years ahead of the competition, and today they are the leading beer manufacturer in the world. The bottom line is that Mr. Busch felt responsible for his employees and went to enormous lengths to keep them employed, even when it would have been more pro^table in the shortŋterm to ~ush them. Mr. Busch had a good understanding of Law 3!

Malden Mills, in Lawrence, MA, manufactures the wildly popular fabŋ rics known as Polartec and Polar~eece that are used by upscale clothing manufacturers such as L.L. Bean, Eddie Bauer, and Patagonia. On Decemŋ ber 11, 1995, a catastrophic ^re destroyed the textile plant, threatening to put its 3,000 workers out of work. Instead, the owner of the ^rm, Aaron Feuerstein, did a remarkable thing. He kept the employees on the payroll for three months, at a cost of millions of dollars, while he rebuilt the plant.

When asked why he made such a remarkable gesture in an interview for Parade magazine, he explained that he considers his workers an asset rather than an expense. Further, he believes that his job goes beyond making money for the shareholders. Says Mr. Feuerstein, ŞI have an equal responsibility to the community. It would have been unconscionable to put 3,000 people on the streets and deliver a death blow to the city of Lawrence.Ť Mr. Feuerstein not only understands the responsibility that his business has to his community, he also has built a business with a deep respect for its employees. With respect to layoffs, Mr. Feuerstein says, ŞThat goes straight against the American Dream. You work hard and should make a good living and have a good retirement. I could get rid of the workers who earn $15 an hour and bring in a contract house that will pay $7 an hour. But that breaks the spirit and trust of the employees. If you close a factory because you can get work done for $2 an hour elsewhere, then you break the American Dream.Ť

Both the responsibility that he feels toward his community and the respect that he has for his employees are based on good business sense. Says Mr. Feuerstein, ŞThe quality of our product is paramount, and it’s the employee who makes the quality. If quality slips, the employee is in a position to destroy your pro^t.Ť

His loyalty has been repaid in higher productivity. ŞBefore the ^re, that plant produced 130,000 yards a week. A few weeks after the ^re, it was up to 230,000 yards. Our people became very creative. They were willing to work 25 hours a day.Ť

Mr. Feuerstein has probably never heard of Gast’s laws, but he intuitively understands all of them, in particular the respect for people that is central to Law 3.

It is reasonable to wonder if Law 3 (which was conceived 50 years ago) is still valid today. The business environment is certainly much different now than it was then. Competition is ^erce and conducted on a global scale. Organizations are subject to mergers and acquisitions at a dizzying rate. Jobs are being outsourced to foreign countries. However, we claim that none of these phenomena are really new. Although the rate and magnitude of the changes is different, the fundamental responsibilities of a business have not changed. Thus, Gast’s Laws in general, and Law 3 in particular, are more important than ever.

Here are three examples of business executives, each with a good intuŋ itive understanding of Law 3, who were recently involved in mergers and acquisitions. Two of them (Crutsinger and Goodwin) were involved in the sales of large companies. The third executive (Renz) has acquired a number of companies.

Bob Crutsinger, the former President and Vice Chairman of Wetterau

Incorporated, St. Louis, MO, described his experience with a merger in 1992 between Wetterau and Supervalue, of Minneapolis, MN. Wetterau had been in business since 1869, did an estimated 6.4 billion dollars a year in business, and had operations in 34 states throughout the U.S.

In a recent interview we asked Crutsinger about Wetterau’s mission, how in~uential it was within the organization, and what impact it had on the merger strategy. Here is his reply:

Wetterau had an excellent mission statement called the Wetŋ terau Creed, developed by Ted Wetterau. It was very in~uential in shaping their strategic plans, making policy and business deŋ cisions. It was well known, understood and for the most part well appreciated by management and 16,000 employees. As a matter of fact it was not unusual for an employee from a store, or a truck driver in the ^eld to make an appointment with Mr. Wetŋ terau or myself to discuss some policy or action the individual thought might be in con~ict with the Wetterau mission. When it was deemed that the employee was right, remedial action was taken.

The mission created a culture throughout the organization that the employees liked. Management worked very hard to preŋ serve this culture. One example of our efforts was our Christŋ mas travel. We spent several weeks each Christmas traveling throughout our company locations just to meet with employŋ ees on the job, shake hands with them, wish them and their families a Merry Christmas, and get to know them better. Ted Wetterau and I worked at this, and we knew many of our emŋ ployees by their ^rst and last name. It was important to us and to the employees. After the company was sold, one of the things the employees missed the most was the previous culture of the organization. We were a close family.

It sounds great, but if Wetterau thought so highly of their employees, then why did they sell the business?

We had to look at what we visioned the grocery business to look like in the new millennium. We could see that Wetterau had to grow considerably to meet the competition, and stay healthy in most of the areas we already served. That would take a great deal of capital. We didn’t have the ability to raise that capital, so the next best thing was to merge with a company that ^t with our organization. Supervalue ^t that pro^le. If we had not done this, our employees would have suffered greatly, after the turn of the century. Many people would have lost their jobs. Not only that, many of our employees were heavily invested in the company through stock options, and they would have lost accumulated savings in that respect.

Did the mission of Wetterau have any impact on the sale condition; did Wetterau do anything to protect the employees?

Yes we did. From the very beginning we had our employees in mind. Wetterau had for many years a stock option program for employees. This program would vest on a graduating scale after 5Ű10 years of employment. Our goal was to reward longŋ term employees with options, and to encourage our people to stay with us. The program worked and was well received.

The problem was that with the sale many employees were caught in between vesting anniversaries. So we insisted that on the day of the sale, all employees were vested, regardless of where they were in the time warp. We also knew that some of our people, especially at the headquarters level were going to be redundant. We did everything to help them ^nd other jobs (with Supervalue or elsewhere), provided outplacement services, gave special separation bonuses and did everything we could to soften the blow.

Our feeling was that everyone was important, each person involved had helped make Wetterau successful, and we did not want to leave the company without doing our best to work with all concerned to make the merger as fair as possible. I think we succeeded in this effort.

Did Supervalue have the same interest in the Wetterau employees?

Supervalue did not have the personal attachment we had to our fellow employees, but they recognized that it was our employees who made Wetterau such a success. They valued our employees.

William H. Goodwin Jr., who heads up CCA Industries Inc. in Richŋ mond, VA, is another executive who was concerned about his employees when they were involved in a company sale. Goodwin sold his company, AMF, for over a billion dollars in 1996. When the sale was completed, he took 50 million dollars of his proceeds, and distributed it among the employees. Here is his account:

I felt a responsibility for the sale, and for the people who built the business. Everybody got a bonus of approximately 2 months salary. Some got more. The idea was to give a bonus, so that in those cases where people were not able to stay with the new company, this would help give a kick to their severance packages. We also negotiated a severance pay package for any employee who was laid off within the ^rst two years after the sale. This gave the new company and employees a chance to get used to each other, yet made it a bit painful to terminate within two years.

I did this for a couple of reasons. First of all, I made so much money on this sale, I could never spend it all. Secondly, I felt a responsibility to share the pro^t with those who had built up the company in the ^rst place. Thirdly, it was tax deductible. I also gave a bonus to a half a dozen or more people who were not with the business for one reason or another, but who had contributed substantially to it before they left. I called one person in England to tell him I was writing him a check for $100,000. Another person received $50,000. Both of these people worked for AMF and at one time did a lot for the company, but for one reason or another left the company. Some of those who received a bonus were former directors, or consultants who were a great help. One of our past of^cers received three million dollars.

Do all businesses have this responsibility to their employees and conŋ stituents?

The buyer doesn’t feel the responsibility to employees of the company bought. The seller, on the other hand, has worked with the people involved and does have a responsibility, and should feel this. In my opinion, a seller has the obligation to negotiate for the employees of the company being sold, especially for those one knows will be out of a job, or will be terminated within the next two years. You must take care of those you know who will be displaced, and then make it painful to terminate within two years. This keeps everyone honest.

I hope your story is going to address the responsibilities of the employees to the company. Even though the company has a lot more power than the employee, it is still a two way street, and many executives are disheartened by the shoddy way some employees treat the company. Let me give some examples. I am on the board of one of our large universities in Virginia. We recently had one of our key employees, abruptly leave a $200,000 plus job dealing with the Y2K problem. The individual left right in the middle of a crisis. Another example involved a young lady with a very good job with one of the large consulting ^rms. She became pregnant with twins, and because of this was given a three month early paid leave of absence. On top of that she got the usual three months paid leave. After she took six months of paid leave, she then told the company she would not return to work. Is that fair?

Any regrets?

Only one. I wish I had given twice the amount, especially to the lower paid people. I kept track of all the notes I received after the distribution of the bonuses. I still have them. I hope some day to sit down and read them all again, before I meet the Good Lord. The nicest notes seemed to come from the lowest paid people. Some were written in pencil, and they could hardly be read, but they were beautiful. I wish I had done more, especially for the lower paid people.

Daniel J. Renz, President and CEO of Summit Marketing Group Inc. in St. Louis, MO, mirrors Gast’s views on Law 3 with respect to the touchy issue of layoffs. He believes that business executives are not being held accountable regarding the issue of large layoffs. Many of them announce big cuts, and then are rewarded like heroes for biting the bullet. For the most part, however, the problem is that undisciplined management allowed the companies to become bloated in the ^rst place. This management practice is an injustice to the employees who must pay the price.

Renz believes, as does Gast, that business executives have an obligation to see to it that no more employees are hired as fullŋtime permanent employees than will be needed long term. First, he does not subscribe to lifetime employment philosophies, but feels that when an employee is hired he or she has a reasonable opportunity to stable employment. Secondly, he believes top management must manage in such a way as to ^nd other alternatives to layoffs during adversity. He gave an example of one of the companies owned by his group that lost 30% of its business, due to outside mergers involving some of their key customers. Rather than lay off a substantial number of the people effected, he worked with the division managers to ^nd ways to regrow the business so these people did not have to be laid off. The division was given six months to work things out. By the end of the six month period, the division had not only recouped the original amount of business lost, but had exceeded by 15% the volume of the original business.

According to Renz, whose organization has been involved in 8 acquisiŋ tions within the last few years:

We spend from 6ŋ18 months in discussions with a company before acquiring it. This is a long time when considering inŋ dustry averages. Our purposes, however, are to get to know the people we are considering acquiring, and make sure they will ^t our management pro^le. We are also up front with them about how our method of operation will effect the people involved. We will identify ahead of time those who may have to be laid off.

Our philosophy is to provide these people with every reŋ source we have to help them ^nd other suitable employment. We research the local practices for severance packages and try to do one and half to two times the standard.

We are very aggressive in our efforts to keep the full time permanent employment to an optimum size. We have had times when we would bring in temporary people to cover for a year or so. However, we made it clear the jobs involved were temporary, but did give them an opportunity to apply for a permanent job if one became available during the temporary period.

Layoffs are not a statistical matter. When laying off people you are dealing with human beings who depend on the job in question. They have goals of their own, and in many cases a spouse and family depending on that job also. A person’s job is one of the most important things in a person’s life. It has to be treated as such.

Law 4

Law 4: A business must provide opportunities for the satisfacŋ tion of normal occupational desires.

Law 4, like Law 3, is based on the crucial values of respect and trust. This law is based on the premise that people take their jobs seriously. They are not intrinsically lazy and trying to get by with the least possible effort. Their jobs and careers are important. They have a strong desire to make them as useful and ful^lling as possible. People naturally dream of meaningful work, just compensation, leadership, recognition, training, fairness, challenges, secuŋ rity, acceptance by their peers, physical safety, opportunities for creativity, advancement, and a sense of participation in the conditions and rewards of the business. Law 4 reminds us of the responsibility of each business to try to provide opportunities for employees to satisfy these normal occupational desires. We think of satisfying Law 4 as striving to provide a great quality of work life for the employees, an environment where people look forward to coming to work every day.

Law 5

Law 5: A business must provide just wages for labor.

The need for just compensation is so important that it is addressed separately by Law 5. Depending on the particular business, this can include compenŋ sation for labor performed by employees (including workers and managers), and subcontractors, or products or services supplied by vendors. Of course, what constitutes fair compensation is a very dif^cult question. The essence of Law 5 is that a business recognizes the importance of compensating its employees, subcontractors, and vendors fairly, and works diligently toward that end.

Bobby Ukrop, one of the owners of Ukrop’s Super Markets in Richmond, VA, tells an interesting story about the importance of valuing vendors and treating them fairly. Ukrop’s is a regional grocery chain with a national reputation for being wellŋmanaged. It has been written up in Fortune and Time magazines. On January 12, 2000, Ukrop’s made Fortune magazine’s listing of the 100 best companies to work for.

When Bobby was a young boy, he and his father went to the wholesale market one morning to buy vegetables for their stores. They bought a load of potatoes from the potato vendor at a certain price early in their shopping expedition. Later in the morning they realized they needed another load of potatoes. When they returned to the potato vendor’s stall, he was just getting ready to leave and had sharply reduced the prices for his potatoes. To the son’s surprise, the father paid the original price for the extra load of potatoes rather than the reduced price. When the son asked why, the father explained that it was his mistake in not knowing how many loads of potatoes he needed, and the vendor shouldn’t have to pay the price for the father’s mistake. He had a longŋterm relationship with the vendor, and by paying the original price, helped create trust and loyalty in the vendor that would more than offset the expense of paying full price for the second load of potatoes.

Law 6

Law 6: A business must provide a just return on capital.

Finally, Law 6 refers to the obligation that an organization has to provide a just (reasonable) return to the people who invest in or contribute to the organization. By a just return, Gast means that a business should attempt to maximize its pro^ts, subject to the constraints imposed by the other ^ve laws. For example, a business shouldn’t attempt to maximize pro^ts by paying slave wages to its employees or by laying off employees unnecessarily.

For a private business, Law 6 identi^es the obligation of the business to stockholders or owners who expect their investment to increase in value. For an educational institution, the obligation is to its ^nancial supporters, famiŋ lies, students, and outside organizations who pay tuition, and to its research sponsors. For a government agency, this obligation is to the taxpayers who are paying the bills. For the nonŋpro^t charitable organization, the obligation is to the sponsors, the contributors, and the community served. In each case, those who contribute capital to the business expect it to be used wisely and productively.

Many people incorrectly assume that turning a pro^t is the only purpose of a business. Gast’s essential insight is that while pro^t is obviously important, it is not the only purpose of a business. Other obligations, embodied in the other ^ve laws, are equally important. 222 Gast’s laws are natural laws in the sense that they are based on fundamenŋ tal and unchanging properties of human beings, and not on any particular economic or political system. They are based on basic values of trust, respect for people, and quality that resonate strongly and naturally with all of us. Thus they apply to any type of organization, including private businesses, nonŋpro^t businesses, churches, schools, and government agencies. The laws also apply to smaller groups of people within these larger entities.

The premise of this book is that Gast’s laws describe the objectives of a successful organization. Even in very competitive environments, businesses that adhere to Gast’s laws will tend to perform better than those that don’t. To a hardŋnosed executive struggling in a downsized ^rm to make aggresŋ sive quarterly goals, Gast’s laws might seem overly idealistic and naive. However, the laws can be directly tied to ^nancial performance.

In 1987 the Congress of the United States created the Malcolm Baldrige National Quality Award to recognize U.S. companies that signi^cantly imŋ proved the quality of their products. The Commerce Department was asŋ signed to manage the competition for the awards, which are given out annuŋ ally to up to six companies. Since 1988, 31 different companies have won the award. One company, Solectron, has won the award twice. Appendix C gives the complete list of winners.

The Commerce Department’s research arm, the National Institute of Standards and Technology (NIST), formerly known as the National Bureau of Standards, studies the performance of the Baldrige Award winners in order to help justify the value of the awards (and indirectly the value of the government agency that administers the awards). In a stock investment study performed in February,1997, NIST determined that the publiclyŋtraded winners of the Baldrige Award have outperformed the Standard & Poors 500 stock index by a 3ŋtoŋ1 margin since 1988. Interestingly, organizations that made it to the ^nal siteŋvisit stage of the competition, but did not win the award, still outperformed the Standard & Poors 500 by a 2ŋ1 margin.

Clearly, the Baldrige Award winners are highŋperforming organizations, and if Gast is right, then we would expect the mission statements of these high performing organizations to address all six of his laws. So we set about trying to obtain the mission statements from as many Baldrige Award winners as possible. Ultimately we were able to obtain copies of mission statements from 12 of the 21 winners in the period 1988 Ů 1994, and we checked them for compliance with Gast’s laws. We assigned each mission statement a maximum of six points, one for each law. For each law, if the mission statement indicated that the corporation was trying to adhere to that law, then we assigned 1 point, otherwise we assigned 0 points.

The results were quite interesting. The Baldrige Award winners scored 67 out of a possible 72 points, which is a compliance rate of 93%. So Baldrige Award winners, which outperform the Standard & Poors 500 stock index by a factor of 3ŋ1, also have a very high compliance rate with Gast’s laws. The point we want to drive home is that Gast’s laws are not simply idealistic, naive, and wishful thinking. Rather, they re~ect the cultures of some of the best performing businesses in the U.S.

Of course, Prof. Gast was not the only person to recognize that a business has obligations besides achieving a just rate of return for its owners. Other great business leaders have had similar insights. For example, Donald Peterson of Ford Motor Company led a revolution in the culture of the American automobile industry that helped save the industry. The mission statement that Mr. Peterson crafted for Ford recognizes that while pro^t is important, it represents a measure, not the purpose, of the organization. Mr. Peterson says, ŞPro^ts are the ultimate measure of how ef^ciently we provide customers with the best products for their needs.Ť The differences are very subtle, but they have helped to substantially change the culture of the Ford Motor Company and turn around it’s ^nancial performance. In fact, Mr. Peterson claims that the day that the Board of Directors adopted the new mission statement marked the beginning of the turnaround for Ford.

As another example, Konosuke Matsushita, the late founder of the huge Matsushita Corporation, had a surprisingly similar view of pro^ts. ŞPro^t is a yardstick with which to measure the degree of social contribution made by an enterprise. Thus, pro^t is a result rather than a goal.Ť

When Gast introduced his laws, many were skeptical. Many highly successful companies didn’t seem to care about customers, employees, or the community. The major emphasis of these companies was to make money. People were a means to this end, and products and services were produced on pretty much a take it or leave it basis.

We knew that companies in industries such as the automotive industry, the steel industry, some unions, and the railroad industry had little regard for the principles behind Gast’s laws, and yet they seemed to be successful. What we have come to believe since then is that although these companies were successful at one time, they ultimately failed (or almost failed in the case of the automotive industry) because they didn’t understand the business they were in, and were concerned primarily with short term success, which they measured for the most part by the bottom line. They ignored Gast’s laws and ultimately paid the price.

Of course, business management is not a science, and there is no way to either prove or disprove the validity of Gast’s laws in a scienti^c sense. However, 40 years of running large organizations and consulting with other organizations have convinced us that Gast’s laws represent a clear and sound guide for running a successful business. As such, they constitute the crucial framework for developing a mission statement that has impact on the daily life of your organization.

24 CHAPTER 2. GAST’S LAWS

Chapter 3

Model Mission Statements

A mission statement identi^es the fundamental objectives of a business.

By fundamental objectives we mean a set of highŋlevel goals that are neither timeŋspeci^c nor quanti^ed. For example, Şproviding lowŋcost highŋ quality rental cars to business travelersŤ might be an appropriate fundamental objective for a company like Avis. On the other hand, Şproviding business travelers with GM cars at less than $25 per dayŤ is not appropriate because it is too quanti^ed. Similarly, Şproviding a reasonable return for our stockŋ holdersŤ is appropriate, while Şachieving annual revenues of $100M within the next two yearsŤ is not appropriate because it is timeŋspeci^c and quanŋ ti^ed. These types of speci^c quanti^ed goals are more appropriate for a traditional strategic plan, not a mission statement.

Companies use mission statements in a variety of ways, some more effectively than others. Some companies create a mission statement, frame it, hang it on the wall, and then never refer to it again, except maybe in the annual report. Other companies might use the mission statement sporadically to help attract new business, to recruit employees, or to enhance the image of the company. Clearly, these companies don’t get much bene^t from their mission statements.

Not everyone is sold on the value of mission statements. One of our graduate students, a practicing physician and chairman of his group practice, once told the class, ŞWe don’t have a written mission statement. We know what we are about.Ť This may be true, but if you’ve ever tried to write about some idea you have, then you quickly learn that the process of putting ideas down on paper exposes gaps and fuzziness in your thinking.

Other businesses use their mission statement more effectively, as a tool to guide the organization’s strategic planning effort, to help set dayŋtoŋday priorities, to evaluate new or ongoing programs, and to evaluate the policies and practices of the organization.

Appendices D through J contain examples of model mission statements that are good in the sense that they address Gast’s laws, and effective in the sense that they play a powerful role in the daily life of their organization. Some of the model mission statements were developed by our clients using the method described in this book (a unit of AnheuserŋBusch, the Virginia Commonwealth University/Medical College of Virginia School of Allied Health Professions, and the Virginia Commonwealth University Department of Psychology). Others were developed independently by outstanding comŋ panies who weren’t aware of Gast’s laws, but produced excellent mission statements nonetheless (British Airways, Ford Motor, Johnson & Johnson, and Ukrop’s Super Markets).

The AnheuserŋBusch Technology Acquisition Team is a section within AnheuserŋBusch that negotiates contracts for computer and communications equipment and hires data processing consultants for the company. This is a good example of a mission statement written for a group within a large organization. It has been in daily use since 1994.

Sir Colin Marshall, Chairman of the Board, arrived at British Airways in 1983. In 1986 he and his colleagues developed British Airways’ ^rst formal mission statement. In the ensuing years he and his colleagues turned the airline around and transformed it into one of the topŋrated airlines in the world. Mr. Marshall shared with us the following insights about the role of the mission statement at British Airways:

Our own Mission and Goals forms a credo that commits us to standards of excellence in the way we conduct our business, the way we serve our customers, and the way in which we play our part in the community at large. We also believe ^rmly that excellence in the way we serve and support each other within British Airways is the only true way of building longŋlasting integrity into our products and services. In other words, we can only expect the customer to believe in us if we believe in ourselves. Our Mission and Goals are our railroad tracks to success.

Donald Peterson, the visionary who revolutionized the culture of the Ameriŋ can automobile industry, shared with us the following insight on Ford Motor Company’s mission statement:

Our mission statement represents the foundation of how we conduct our daily business. Furthermore, it has provided since the early 1980’s the cornerstone for our present success, and importantly, guided our understanding that continuous imŋ provement is a necessity for continuing prosperity in the future.

When Mr. Peterson took over as Ford’s president and chief operating of^cer in 1980, Ford was going through dif^cult times. Says Mr. Peterson, ŞIn 1980 alone we lost more than $1.5 billion, then the second highest oneŋyear loss in U.S. corporate history. To make matters worse, our market share was slipping steadily, and customers were increasingly disenchanted with our cars.Ť

By the time he retired in 1990, Mr. Peterson had turned the company around, and Ford Motor Company was pro^table and healthy. Shortly after his retirement was announced, Mr. Peterson was asked if he could identify a moment that marked Ford’s turnaround. He said, ŞFord’s comeback stems from a management meeting in 1984 when the company’s leadership adopted the Company Mission, Values, and Guiding Principles.Ť

The oldest and perhaps most famous mission statement is the elegant Johnson & Johnson Credo, which was ^rst written in 1943 by the company founder Robert Wood Johnson. As early as 1935, in a pamphlet entitled ŞTry RealityŤ, Mr. Johnson was advocating a view similar to Mr. Gast’s that emphasized a corporation’s responsibilities to customers, employees, comŋ munity, and stockholders. Eight years later, Mr. Johnson published these ideas as a one page Credo, which he sold throughout the corporation, urging his management to apply it as part of their everyday business philosophy. By discussing customers ^rst and stockholders last, the Credo re~ects Mr. Johnson’s practical minded view that the business and stockholders were best served by putting the customer ^rst.

While the Johnson & Johnson Credo has been updated over the years to recognize concern for the earth’s environment and the balance between work and family life, the spirit of the document remains unchanged, and in the words of a Johnson & Johnson spokesperson,

: : : Its principles have become a constant goal, as well as

a source of inspiration, for all who are part of the Johnson & Johnson family of companies. About ^fty years after it was ^rst introduced, the Credo continues to guide the destiny of the world’s largest and most diversi^ed health care company.

The same spokesperson credits the Credo with helping to successfully guide the company through the Tylenol crises of 1982 and 1986, when the comŋ pany’s product was adulterated with cyanide by a criminal and turned into a murder weapon. ŞWith the future of the company at stake, Johnson & Johnŋ son managers and employees made countless decisions that were inspired by the philosophy embodied in the Credo.Ť

Smaller regional organizations also take their mission statements to heart and use them effectively. Ukrop’s Super Markets Ů the number one grocery chain in central Virginia, with over 24 stores Ů has an excellent mission statement that was written with input from hundreds of employees (or assoŋ ciates in the Ukrop’s terminology) throughout the company. According to a company spokesperson, the Ukrop’s mission statement is an important part of the daily work life:

The widespread participation of associates in this process has strengthened their commitment to and alignment with our vision, mission, and shared values. We have encouraged our associates to memorize and recite the vision, mission and shared values of our company. After doing so, they receive a ŞShared ValuesŤ pin, and their name is listed on the ŞShared Values Honor RollŤ in their store. During the 1994 ^scal year, more than 2,600 of our 5,000 associates recited their shared values.

Schools and departments can also bene^t from mission statements. The Virŋ ginia Commonwealth University Department of Psychology in Richmond, Virginia, one of our clients, developed an excellent mission statement as part of a restructuring of the Department in the mid 1990’s.

The Virginia Commonwealth University/Medical College of Virginia School of Allied Health Professions is another one of our clients who develŋ oped a new mission statement in the mid 1990’s.

We’ll refer to these model mission statements throughout the rest of the book.

Chapter 4

What is a Good Mission Statement?

We’ve seen in the previous chapter that a good mission statement can be an effective tool that powerfully affects the success of an organization. But what in the world is a good mission statement?

A mission statement is a document that describes the fundamental obŋ jectives of a business. Since Gast’s laws capture the fundamental objectives of a successful business, a good mission statement consists of a set of fundaŋ mental objectives that describe how an organization intends to comply with Gast’s laws.

We measure the quality of a mission statement using a tool called the Gast scale. For each law, we assign a number between 0 and 1, for a maximum total score of 6. For a given law, if the mission statement doesn’t address the law, then it gets a 0 for that law. If the mission statement addresses the law perfectly, then the score for that law is 1. If the statement partially addresses the law, then we assign a partial score between 0 and 1. The sum of the scores is our estimate of the quality of the mission statement on the Gast scale. Each law receives an equal weight in our scoring scheme because we feel that all of the objectives are equally important.

For example, Mr. Mebert’s mission statement for the Logitech New Ventures Group receives a 1 out of 6 on the Gast scale because it only addresses Law 1. This quanti^es our initial qualitative sense that it wasn’t any good.

As another example, let’s look at how we might use the Gast scale to evaluate and improve a real mission statement culled from the annual report of a major bank that we’ll refer to as GoodBank.

GoodBank’s mission is to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that encourages the individual potential of our employees and emphasizes the highest quality services for our customers.

Is this a good mission statement? On the Gast scale, it receives 3.3 (out of 6) points, so there would appear to be room for improvement. Let’s look in detail at how we arrived at this score. For each law, we will discuss how well the statement addresses that law, assign a score, and then modify the statement so that it does a better job of addressing the law. The modi^cations are shown in boldface type.

Law 1

There are a number of problems in this mission statement with respect to Law 1. First, the statement is unclear about the core business (or businesses) of the bank. Second, the statement could be more speci^c about the nature of the bank’s customers. Third, the statement doesn’t address the need for continual improvement of its services. Finally, the key notion of providing a service to customers is buried in the second paragraph, almost as an afterthought. Score: 0.5.

Here is the revised version that does a better job of addressing Law 1. We’ve revised the statement to be more speci^c about the core business, the customers, and the need for continuous improvement, and we have given ^rstŋclass status to the objective of providing service to customers.

Goodbank’s mission is to provide the highest quality ^ŋ nancial services for the individuals, businesses, and ^nancial institutions that we serve, to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that encourages the individual potential of our employees and that continuously improves our ability to serve our cusŋ tomers.

Law 2

The statement recognizes the bank’s obligation to increase the economic vitality and quality of life in the community. However, it fails to recognize the obligation of the employees, including managers and workers, to be productive and ef^cient. Score: 0.5.

Here is the revised version that addresses the need for employees to be ef^cient so that the bank can provide costŋef^cient services.

Goodbank’s mission is to provide the highest quality ^nanŋ cial services at a reasonable cost to the individuals, businesses, and ^nancial institutions that we serve, to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that encourages the individual potential of our employees and that continuously improves our ability to serve our cusŋ tomers.

Law 3

The GoodBank mission statement is on the right track with its encouragement of individual potential. However, it doesn’t speak directly to the importance of the people in the organization. Score: 0.9.

Here is the revised version for Law 3, with an explicit reference to the importance of the people that contribute to the bank’s mission.

Goodbank’s mission is to provide the highest quality ^nanŋ cial services at a reasonable cost to the individuals, businesses, and ^nancial institutions that we serve, to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that recognizes the people of GoodBank as our greatest asset, that encourages the individual potential of our employŋ ees, and that continuously improves our ability to serve our customers.

Law 4

With its emphasis on encouraging individual potential, the GoodBank misŋ sion statement does a good job of addressing Law 4. However, a minor criticism is that the statement could be even more aggressive by recognizing GoodBank’s obligation to help employees maximize their potential. Score: 0.9.

Here is the revised version for Law 4:

Goodbank’s mission is to provide the highest quality ^nanŋ cial services at a reasonable cost to the individuals, businesses, and ^nancial institutions that we serve, to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that recognizes the people of GoodBank as our greatest asset, that maximizes the individual potential of our employŋ ees, and that continuously improves our ability to serve our customers.

Law 5

The subject of compensation for employees, vendors, and contractors is ignored in GoodBank’s mission statement. Score: 0.0.

Here is a revised version for Law 5:

Goodbank’s mission is to provide the highest quality ^nanŋ cial services at a reasonable cost to the individuals, businesses, and ^nancial institutions that we serve, to provide the maximum economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that recognizes the people of GoodBank as our greatest asset, that maximizes the individual potential of our employees, that continuously improves our ability to serve our customers, and that provides fair compensation to our employees, venŋ dors, and subcontractors.

Law 6

By focusing on maximum return for share holders, the statement could be perceived as diminishing the organization’s obligations to its other conŋ stituents, such as employees, contractors, suppliers, and the community. Score: 0.5.

Here is the revised statement, modi^ed to better satisfy the spirit of Law 6. We use the phrase Şreasonable economic returnŤ rather than Şmaximum economic returnŤ to give the impression that while pro^ts are a serious and important obligation, they are not the only obligation.

Goodbank’s mission is to provide the highest quality ^nanŋ cial services at a reasonable cost to the individuals, businesses, and ^nancial institutions that we serve, to provide a reasonable economic return to our shareholders over the long term, and to contribute to the economic vitality and quality of life of our communities.

We believe this is accomplished by providing an environŋ ment that recognizes the people of GoodBank as our greatest asset, that maximizes the individual potential of our employees, that continuously improves our ability to serve our customers, and that provides fair compensation to our employees, vendors, and subcontractors.

The ^nal version of the GoodBank mission statement now receives a perfect score of 6.0 on the Gast scale. By this measure at any rate, it is signi^cantly better than the original mission statement. 222 It is important to realize that a mission statement with a perfect score on the Gast scale is not necessarily a perfect mission statement that can’t be improved. The Gast scale is a helpful tool that measures compliance with Gast’s laws; it says nothing about the beauty of the language used in the mission statement or about its ability to inspire people.

The real value of the Gast scale is that it provides us, for the ^rst time, with a quanti^able measure of how well a mission statement adheres to fundamental objectives that are common to successful organizations.

So how do our model mission statements in the appendices stack up on the Gast scale? Here is a summary of the scores.

Organization/Law 1 2 3 4 5 6 Total AB Tech. Acq. Team 1 1 1 1 1 1 6 British Airways 0.5 1 1 1 1 1 5.5 Ford Motor 1 1 1 1 0 1 5 Johnson & Johnson 1 1 1 1 1 1 6 Ukrop’s 1 1 1 1 1 1 6 VCU Dept. of Psych. 1 1 1 1 1 1 6 VCU/MCV School of AHP 1 1 1 1 1 1 6

According to our interpretation of the Gast scale, all of the mission statements in the appendices are pretty good.

The British Airways statement, with a score of 5.5, is appealing because it is concise and elegant. Its only ~aw is that it fails to address the importance of continually improving its ability to engage in its core businesses.

Ford Motor, with a score of 5, loses a point because it fails to address the issue of compensation (Law 5). But it is otherwise an excellent statement and has had a tremendous impact worldwide.

The other statements all receive perfect scores. Of these, the Johnson & Johnson mission statement is perhaps the most remarkable because it was written so long ago, and yet, with only minor additions, is still fresh and current today. It remains an integral part of the life at the Johnson & Johnson. The longevity and usefulness of this document is one of the key factors that convinced us of the generality and truth of Gast’s laws. In the chapters to follow, we will outline a method for using Gast’s laws to develop mission statements.

36 CHAPTER 4. WHAT IS A GOOD MISSION STATEMENT?

Chapter 5

Four Steps to an Effective Mission Statement

We have developed a stepŋbyŋstep method that uses Gast’s laws as a frameŋ work for developing mission statements. We have used this method successŋ fully with dozens of our clients. It works because it provides people with a clear structure and a set of speci^c tasks that keep them from getting bogged down in the sort of endless circular arguments that often arise when people try to resolve dif^cult strategic issues. This chapter gives an overview of our method. Chapters 6 through 9 will elaborate.

Our method consists of four steps:

1. Organize a mission team.

2. Use Gast’s laws to construct the fundamental objectives of the orgaŋ nization.

3. Use the fundamental objectives to construct the mission statement.

4. Use the mission statement regularly and strategically.

For the ^rst step, organize a crossŋsection of the people in your organization whose job is to develop the mission statement. This group is called the mission team. For the second step, the mission team considers Gast’s laws one by one. For each law, make a list of the fundamental objectives that are necessary to help the organization satisfy the obligations described by that law. These objectives form the raw material that a subset of the mission

38CHAPTER 5. FOUR STEPS TO AN EFFECTIVE MISSION STATEMENT

team will eventually craft into a mission statement in Step 3. If you follow these ^rst three steps, you will have developed a good mission statement. But it will only be an effective mission statement if it is used regularly and strategically by the rest of your organization, which is the purpose of the fourth step.

The next four chapters describe our method in more detail.

Chapter 6

Organize a Mission Team

A mission statement can be effective only if there is consensus that it truly re~ects the objectives of both the people in the organization and the stakeŋ holders affected by it. We can’t overemphasize the importance of achieving this consensus. A mission statement must speak not only to the employŋ ees, but also to the vendors, stockholders, customers, and, in general, all of the constituents of that business. These people must believe that they will bene^t from the mission statement.

In our experience, the best way to get this consensus is for the leader of the organization to charge a representative cross section of people, called the mission team, with the task of developing the mission statement. Each member of the team should have an equal vote.

This group approach has several advantages. By including a cross section of people in the organization, you increase the chances of coming up with a set of objectives that truly re~ect the organization. The resulting mission statement is also easier to sell to the rest of the organization because the members of the mission team have already bought in, and thus can sell it effectively to their coŋworkers.

For example, over 80 people were involved in some phase of writing or reviewing the mission statement for the School of Allied Health Professions. With so many people actively involved, we avoided the sense that the misŋ sion statement was being imposed from above, and the ^nal document was accepted and internalized by the members of the school.

As another example, a Navy medical service corps that we worked with sent a draft of the mission statement to over 900 members of the medical service corps, asking for their comments before making the ^nal revisions.

On the other hand, we were once asked to review the mission statement of a division of General Electric, to see why people didn’t seem to like it. Two weeks after it was issued, it was dif^cult to ^nd a copy for us to review; apparently most people had just thrown it in the wastebasket. No one knew who had worked on the statement. The mission statement was prepared without any contribution by those it affected, was not sold to the rest of the organization, and thus had no impact.

There are a couple of important principles to keep in mind when forming a mission team. First, the head of the organization must lead the effort and must be willing to make a longŋterm commitment to its success. Second, the leader must choose people for the mission team who are upbeat, positive, and who really want to see the team succeed.

We have been asked a number of times to help revive a failed mission effort. In most cases they failed because they had the wrong people on their mission team, people who were not committed to its success. On the other hand, we have found that mission teams composed of the right people invariably succeed.

While we prefer the group approach, we should point out that excellent mission statements can and have been developed in isolation by individuals and then sold successfully throughout the business. For example, the excelŋ lent Johnson & Johnson mission statement was developed by the CEO and then later accepted and internalized by the organization.

6.1 The value vote

When we work with mission teams in our consulting practice, the ^rst thing we do with the team is to hold a value vote. A value vote is a technique that helps a mission team articulate the values that the team would like to see in the culture of the organization. A series of votes results in a small list of values. These can be values that are already part of the culture, or they can be new values that the team would like to see become part of the culture.

We have found the value vote to be enormously helpful for a number of reasons. The process of reaching a consensus on the shared values of the organization helps to unify the team and give it a sense of unity of purpose. But more important, the small set of shared values that the team identi^es

6.1. THE VALUE VOTE 41

helps the group to reach consensus later on when they use Gast’s laws to identify the fundamental objectives of the organization.

Before you conduct a value vote with your team, you will need to gather the following materials: a ~ip chart, a felt tip marker, and for each person on the team, ^ve red stickŋon dots, and three blue stickŋon dots (You can buy these color stickŋon dots at any of^ce supply store). Once you have the materials, follow these steps:

1. Designate one member of the team as the facilitator (this is the role we assume when we work with client mission teams). The facilitator leads the group through the remaining steps.

2. Instruct the group to brainstorm for 15Ű30 minutes to develop an initial list of values. These can be either values that are currently part of the culture, or values that the team would like to see become part of the culŋ ture. When we did this exercise with the mission team for the School of Allied Health Professions, the team came up with this initial list of 40 values: accessibility, accountability, appreciation for resources, citizenship, clear identity, cooperation, dedication, dignity, empowŋ erment, encouragement, enjoyment, enthusiasm, equity, excellence in academics, ^nancial ful^llment, ~exibility, freedom, ful^llment of potential, globalistic, happiness, humor, innovation, integrity, love, loyalty, mentorship, personal growth, pride, quality product, respect for diversity, responsibility, reward, security, sel^shness, sensitive, service, teamwork, unity, and urbanism.

3. Write the list of values from Step 2 on the ~ip chart, merging any duplicate values.

4. Give each team member ^ve red dots and three blue dots.

5. Red vote. Invite each team member to walk up to the ~ip chart and to stick their red dots on the values that they feel are most important to the culture of the organization. You may stick one dot on ^ve separate values, ^ve dots on one value, or any combination in between. However, don’t use your three blue dots yet.

6. Identify the 10Ű15 values that received the most votes during the red vote and cross out the rest. For the School of Allied Health Professions, these 11 values survived the red vote with an arbitrary cutoff of at least 4 votes: accountability, commitment, cooperation, dignity, enjoyment, excellence in academics, freedom, ful^llment of potential, innovation, integrity, and security.

7. Blue vote. Repeat the vote, this time using the three blue dots on the values that survived the red vote.

8. Identify the 6Ű8 values that received the most votes in the blue vote and write these down on a clean ~ip chart sheet. For the School of Allied Health Professions, these values received the most blue votes, and became the list of shared values that helped guide the rest of the mission statement development: enjoyment, excellence in academics, accountability, ful^llment of potential, cooperation, dignity, integrity, and innovation.

After the value vote, lead the mission team in a discussion about the resulting list of values, and what the list reveals about the organization. Which values are a cherished part of the current culture? Which are not part of the culture but should be?

At the end of the session encourage the participants to write down the ^nal list of values, and to keep these in mind as you use Gast’s laws to develop the fundamental objectives for your organization.

We have found the value vote to be an excellent ice breaker. The technique can be used with almost any size group; we have used it with very small groups, and with groups as large as 267 participants (at a seminar in South Korea). In any case, the exercise usually takes only 30Ű40 minutes to ^nish. Appendix M contains some example values.

6.2 The group interview

Another technique that we use to help warm up the mission team is the group interview. This technique can extract a great deal of information from a group in a relatively short time. It helps identify concerns about mission statements in general, previous attempts to develop mission statements, and the upcoming effort to construct a new one. It can also help to build a sense of team and purpose among the members of the mission team.

6.2. THE GROUP INTERVIEW 43 The technical details of conducting a group interview are described in Appendix N. The basic idea is that the leader of the mission team poses a collection of questions, and then uses the group interview technique to get a summary of the team’s answers to those questions. For example, here are some example questions that we pose when we conduct group interviews with mission teams:

1. Is it important for an organization to consider the mission statement during the planning process?

2. Is a mission statement important to this organization? Give one reason why or why not.

3. Will a good mission statement help improve the bottom line? 4. How long should it take for this organization to develop a strong sense of its mission.

5. What is the most serious obstacle the organization will face in trying to live the mission statement on a daily basis.

6. Is just having a mission statement enough to make it valuable? 7. Does the organization follow the ideals of the current mission stateŋ ment?

8. Is it important to explain the organization’s values in the mission statement?

9. What does it mean to manage a mission?

10. How should the organization change its behavior? Give one example.

44 CHAPTER 6. ORGANIZE A MISSION TEAM

Chapter 7

Use Gast’s Laws to Identify Objectives

In the this step the mission team attempts to reach a consensus on the fundamental objectives that the organization should attempt to achieve in order to comply with Gast’s laws.

There are two basic ways to organize this activity. The entire group can consider each law in turn, one after the other. Or the group can be divided into subgroups, the laws partitioned among these subgroups, and considered in parallel. There are advantages and disadvantages to each approach. Having the entire group consider each law has the advantage of a consistent treatment and understanding of all of the laws. The disadvantage is that it takes more time, which is a valuable resource in a busy organization. We’ve used both approaches successfully, so feel free to use the approach that makes the most sense for your situation.

The fundamental objectives that the mission team comes up with can be either new objectives or objectives that the organization already embraces. When we are working with a mission team on a particular law, we encourage the group to ^rst produce a list of potential objectives, being careful to avoid any criticism or evaluation until everyone has made their suggestions. We typically write down all of the suggested objectives on tear sheets, and as the sheets ^ll up we attach them to the walls so that everyone can see them. Initially, the objectives don’t have to be beautifully crafted sentences; sentence fragments or even individual words are OK at this stage. The important thing is to get as many suggestions as possible from the members of the group.

Once you have a complete list of suggested objectives, go over them oneŋbyŋone, discarding some, modifying others, and possibly adding new ones, until you arrive at the ^nal list of objectives for that law. If you ^nd yourselves deadlocked on some particular objective, discard it. Here are guidelines to help you develop the objectives for each law.

7.1 Objectives for Law 1

Law 1: A business must produce a wantŋsatisfying commodity or service, and continually improve its ability to meet needs.

Law 1 consists of two parts. The ^rst part addresses the need to clearly understand the core business of the organization, both now and in the fuŋ ture. The second part addresses the need for the organization to continually improve its ability to engage in its core business.

Without a doubt, Law 1 is the most important and dif^cult of the six laws to articulate clearly. You can expect the discussion for this law to take nearly as much time as the discussion for all of the other laws combined. Because of its importance, if you decide to break the mission team into separate parallel subgroups, then the head of the organization should be assigned to this subgroup.

Here are some basic questions to help you with the ^rst part of Law 1:

1. What industry are we in?

2. What is our core business now?

3. What do we envision our core business being in the future?

4. Who are our customers?

5. Who are our competitors?

6. What geographic area do we serve?

7. How are we different from our competitors?

8. Where should we rank relative to our competitors?

Answering these questions will provide you with raw material that will help you describe precisely the core business of your organization.

For example, the School of Allied Health Professions came up with 10 major objectives for Law 1. Examples included producing competent allied health professionals, effectively representing and serving the departments in the school, facilitating distance learning, and fundraising. These were eventually summarized into the following general objectives: ŞThe School of Allied Health Professionals serves as an international leader in the education of excellent, innovative, and responsible allied health professionals.Ť The VCU Department of Psychology came up with eight pages of maŋ terial for Law 1, focusing on identifying their customers, the needs of those customers, and objectives that would satisfy those needs. These eight pages were eventually summarized in the following concise statement: ŞThe Deŋ partment of Psychology is a national leader promoting the understanding of behavior through the integration of scholarly inquiry, teaching, and service.Ť The basic lesson from these examples is that it is most effective to work from the speci^c towards the general. Start with a lot of detailed raw material, then condense and generalize into a small set of objectives that accurately represent the core business of your organization. Your objectives must be general enough so that they don’t overwhelm with detail, but speci^c enough to accurately describe the business of your organization. Detailed objectives are better handled by conventional strategic planning processes rather than in mission statements.

Finding the proper balance between detail and generality can be dif^cult. Let’s look at how the model mission statements in the appendices handle this tradeoff. The AnheuserŋBusch Technology Acquisition Team aims Şto provide key procurement services to AnheuserŋBusch Companies, Inc. and its af^liates for all information technologies. These services include negoŋ tiation, risk management, vendor/product selection expertise, leadership in knowledge of industry trends, and other activities that promote the success of our customers.Ť Notice how they identify the core business of the unit without limiting their options to ^nd new markets.

British Airway’s objective is to be the Şundisputed leader in world travel.Ť Notice that they don’t say anything about airplanes. Rather, they view their core business as providing people with Şworld travelŤ. While airplanes may be the best technology currently available for providing world travel, British Airways correctly views airplanes as a means to an end, rather than an end in themselves.

Ford Motor Company’s statement of its core business is more precise, but still fairly general. ŞFord Motor Company is a worldwide leader in automotive and automotiveŋrelated products and services as well as in newer industries such as aerospace, communications, and ^nancial services.Ť Johnson & Johnson de^nes its core business as follows: ŞWe believe our ^rst responsibility is to the doctors, nurses and patients, to mothers and all others who use our products and services.Ť Notice that Johnson & Johnson view their core business as meeting the needs of a certain group of customers, rather than producing speci^c products. While very general, this statement still manages to provide a clear notion of the purpose of the organization.

Ukrop’s aims to be a Şworldŋclass provider of food and services.Ť The view of providing services in addition to selling food is crucial, allowing for the possibility of expansion into new markets. In fact, Ukrop’s has recently added banking and pharmacy services to its stores.

In almost every mission team that we work with, people suggest obŋ jectives that don’t accurately re~ect the core business of the organization. The group must be aware of this possibility and be willing to eliminate inappropriate objectives.

For example, we once had the opportunity to help the US Navy’s Medical Service Corps develop a new mission statement. The Surgeon General of the Navy asked us to review a draft of the mission statement, and the following objective stood out like a sore thumb: ŞOur mission is to ^ght and win.Ť It seemed to us as though the medical department shouldn’t be doing any ^ghting, but rather supporting the ^ghting forces by providing the best possible medical care to them and their families. Our clients agreed, the mission was reworked, and the revised statement was adopted by Navy medical forces worldwide after being reviewed by over 900 people.

The second part of Law 1 focuses on the importance of continually improving the ability of the organization to engage in its core businesses. It is interesting that Prof. Gast was espousing the importance of continuous improvement at the same time that W. Edwards Deming was advocating a similar approach in Japan in the 1950’s. Mr. Deming’s ideas were not accepted in this country until the early 1980’s, but since then they have had a tremendous impact on American industry and its subsequent success.

Unfortunately, mission statements usually skip this important part of Law 1. However, it is extremely rare to ^nd a successful company that doesn’t continually improve its ability to meet customer needs. Thus we rarely have a problem getting our clients to agree on the need for continual improvement, and including a statement to that effect in their mission statement.

For example, the AnheuserŋBusch Technology Acquisition Team has a Şfundamental commitment to continuous improvement of our services, targeted to ultimately achieve customer delight.Ť British Airways is mum on the need for continuous improvement. Ford Motor, on the other hand, is quite clear: ŞOur mission is to improve continuously our products and services to meet our customer’s needs.Ť Also, Şcontinuous improvement is essential to our success. We must strive for excellence in everything we do.Ť Johnson & Johnson elegantly addresses the need for continuous improvement: ŞWe must experiment with new ideas. Research must be carried on, innovative programs developed and mistakes paid for. New equipment must be purchased, new facilities provided and new products launched.Ť Ukrop’s recognizes the importance of Şminimizing waste and vigorously pursuing continuous improvementŤ. The School of Allied Health Professions Şnurtures continuous growth in their knowledge base and proŋ ductivityŤ. Similarly for the VCU Department of Psychology: ŞWe achieve excellence by continuously measuring our performance and productivity as scholars, teachers, contributors to society, and as a Department in order to effectively meet the changing needs of our consumers, whether they be stuŋ dents, staff, faculty, the Commonwealth of Virginia, or society.Ť This, by the way, is an unusual and powerful commitment by an academic mission statement to improve productivity.

In sum, Law 1 is the most dif^cult of the six laws for a mission team to articulate clearly and to reach a consensus on. And yet it is extremely important because it involves understanding the core business of the organiŋ zation.

Peter Drucker claims that most business people do not know what busiŋ ness they are in. We have found that most managers feel that they understand the purpose of their business. However, when asked to actually write it down, they often struggle, because articulating the purpose of a business involves a more inŋdepth generic inspection of what the organization does.

For example, in the mid 1990’s European airline executives were asking the following question, ŞIs our business ~ying airplanes or arranging transŋ portation?Ť Airlines already outsource food service, and lease of airplanes. Will they someday outsource pilots, baggage handling, cargo and ~ight atŋ tendants? Bertrand d’Yvoire, president of Consultair in Paris, contends that Şan airline’s real business is managing reservation and traf^c systems.Ť The key to the thinking involved here is to go beneath the surface of the organization’s apparent business, and to look at fundamentals.

As another example, when we examine the generally excellent mission statements of the Baldrige Award winners, we ^nd that we can easily underŋ stand the overall purpose of the organizations, but cannot usually identify the particular products that the organizations produce. For instance, conŋ sider the Solectron mission statement: ŞWith integrity and ethical business practices, provide worldwide responsiveness to our customers with the highŋ est quality, lowest total cost, customized integrated manufacturing services through long term partnerships.Ť

Gast de^ned the requirement to improve our ability to meet needs in 1952. Is this still required? Have times changed so much that these societal requirements no longer apply? We believe that knowing what our business is, to continually improve, to be kind to the environment and have respect for people, and other laws de^ned by Gast, are as essential today as ever. Global competition, millisecond communication, advanced technology and productive capacity don’t change these societal requirements. And in fact, they are more important today than ever. We have the capacity to do more positive things than we have ever had. We also have the capacity to injure more people, more quickly, to do more damage to the local and global economy, the environment and society than ever.

Interestingly, many people make the mistake of using the mission stateŋ ment to describe the core business of the organization, and nothing more. However, organizations have other responsibilities besides conducting their core business, and a good mission statement will address these as well. The next sections describe some of these responsibilities and how they can be incorporated in a mission statement.

7.2 Objectives for Law 2

Law 2: A business must increase the wealth or quality of life of society through the economic use of labor and capital.

This law, like the previous one, consists of two parts. The ^rst part addresses the obligation of a business to contribute to society in general, and to the

7.2. OBJECTIVES FOR LAW 2 51

communities where it does business in particular. By requiring that the organization make economic use of labor and capital as it increases the wealth of society, the second part of Law 2 tells us that employees Ů both workers and managers Ů have an obligation to ensure that the organization produces high quality goods or services costŋeffectively.

Here are some questions to help you identify objectives for the ^rst part of Law 2:

1. How does our organization help or hurt the community?

2. Should we be doing more to help?

3. Should we be doing less to hurt?

Almost every organization has some positive impact on their communities and their societies. Some organizations may have negative effects such as pollution, bribery, or political corruption. A thoughtful and honest assessŋ ment of the positive and negative impacts of your organization is a fascinating and important exercise.

The notion of a business making a contribution to its community and its society resonates strongly with the mission teams we have worked with in the past. As one participant told us, ŞIf my company helps the community, then by my participation in the work of the organization, I too am helping the community. I am proud of this contribution.Ť

If an organization does not take a clear proactive stance, it probably will not do much, if anything, that it isn’t required to by law and regulation. The mission statement is where an organization can decide to be proactive and to make a positive difference to society and the community. In particular, the issue of the environment is becoming increasingly important in modern mission statements.

Recognition of the obligation to society and community appears in all of our model mission statements.

According to the AnheuserŋBusch Technology Acquisition Team: ŞOur contribution to the quality of life is to promote the organization’s responŋ sibilities for our impact on the environment and society.Ť British Airways wants to be a Şglobal and caring good neighbor.Ť Ford Motor recognizes that Şthe conduct of our company worldwide must be pursued in a manner that is socially responsible and commands respect for its integrity and for its positive contributions to society.Ť

Johnson & Johnson devotes a major part of its mission statement to societal responsibilities: ŞWe are responsible to the communities in which we live and work and to the world community as well. We must be good citizens ŋ support good works and charities and bear our fair share of taxes. We must encourage civic improvements and better health and education. We must maintain in good order the property we are privileged to use, protecting the environment and natural resources.Ť This is incredibly enlightened, especially given that most of it was written over 50 years ago.

Ukrop’s notes that Şthe mission of Ukrop’s is to serve our customers and communityŤ, and also recognizes the need for Şimproving the lives of our families and wellŋbeing of our community.Ť The VCU Department of Psychology aims to Şlead the way in improving the quality of life in society through the development of knowledge and technology, ^nding ways of addressing human problems, and educating people to be responsible citizens and effective leaders.Ť The School of Allied Health Professions recognizes that Şthe School, responsive to the needs of society, promotes excellence in health care service.Ť

The second part of Law 2 addresses the responsibility of employees to be as productive as possible, producing high quality products costŋeffectively. Gast was addressing what we usually refer to today as quality control or qualŋ ity management. A commitment to quality and productivity improvement should appear in every mission statement.

The issue of productivity and quality improvement is already important to most industrial businesses, and it should be a high priority for all organizaŋ tions, including churches, schools, government and nonŋpro^t organizations. Gast’s intent with the second part of Law 2 is to recognize the responsibiliŋ ties of both managers and workers to improve productivity. Managers must provide an environment that promotes productivity and workers must work hard and smart within that environment.

Most of our model mission statements do a good job of recognizing the importance of quality and productivity.

The AnheuserŋBusch Technology Acquisition Team vows that Şour comŋ mitment in providing our services is to be the best Ů ef^cient, effective, and constantly improving our ability to meet or exceed our customers’ expectaŋ tions.Ť They also recognize the importance of Şproviding our customers with the highest ideals of timeliness, accuracy, consistency, and completeness in our work.Ť British Airways aims for Şsuperior value in world travel.Ť

Ford Motor refers to quality and productivity again and again in their mission statement, promising Şto improve continually our products and serŋ vices to meet our customers’ needs, allowing us to prosper as a business and to provide a reasonable return for our stockholders, the owners of our busiŋ ness.Ť Ford also believes that ŞQuality comes ^rst Ů To achieve customer satisfaction, the quality of our products and services must be our number one priority.Ť In the Ford view, pro^ts are tied directly to quality: ŞPro^ts are the ultimate measure of how ef^ciently we provide customers with the best products for their needs. Pro^ts are required to survive and grow.Ť And we also see a strong commitment to the customer: ŞCustomers are the focus of everything we do Ů Our work must be done with our customers in mind, providing better products and services than our competition.Ť Johnson & Johnson states that Şin meeting their needs everything we do must be of high quality. We must constantly strive to reduce our costs in order to maintain reasonable prices. Customers’ orders must be serviced promptly and accurately.Ť Ukrop’s promises to Şprovide the greatest value possible by offering a wide variety and excellent service, while ful^lling our customers’ desire for high quality, uncompromising freshness, and low prices.Ť Ukrop’s also values Şminimizing waste and vigorously pursuing productivity improvements.Ť The School of Allied Health Professions Şnurŋ tures continuous growth in their knowledge base and productivity.Ť The VCU Department of Psychology maintains that Şin all our endeavors, we strive to use resources costŋeffectively.Ť

To summarize, Law 2 describes the obligations of a business to its community and society in general, and the obligations of its employees to produce quality goods or services costŋeffectively. Law 2 is interesting because it recognizes that the obligation to be productive is a twoŋway street. The organization must provide appropriate management, systems, and resources. Employees must work hard to make the best use of the resources they are given.

7.3 Objectives for Law 3

Law 3: A business must provide opportunities for the productive employment of people.

Law 3 is the most controversial of Gast’s laws, and yet it is probably the most important because it de^nes the basic relationship between an organization and its employees. Law 3 says that a business is not required to hire people it doesn’t need, but if and when it does hire them, it assumes an obligation to work as hard as possible to keep them productively employed.

In an organization that really practices Law 3, employees are respected and valued by the organization. They are not disposable parts that can be ~ushed whenever it is expedient. So while on the surface, Law 3 is about providing productive employment for people, at its core it is about creating a work environment where people trust and respect each other. For this reason, when we work with mission groups on Law 3, we focus on the values of trust and respect for people.

Valuing people is a relatively new principle in management, and Gast was way ahead of his time in this respect. Unfortunately, there are still many organizations that do not practice the values of trust and respect embodied in Law 3. Scott Adams’s Dilbert cartoon strip derives its humor and its legions of fans from companies who don’t follow Law 3.

The basic claim of Law 3 is that companies that care for their employees will do better in the long term than those that do not. We can’t prove this assertion, but we can offer some anecdotal evidence from our own observations and experience.

When Prof. Steven Robbins was appointed as chair of the VCU Deŋ partment of Psychology, the department was in dif^cult straits, with a long history of unhappy faculty. As one of his ^rst tasks, Prof. Robbins used our method to implement a new departmental mission based on respect, trust, and fairness.

He reorganized the work load of the faculty so that responsibilities were evenly divided. He gave credit to faculty who were making a signi^cant contribution to the department, and counseled those who were not. The faculty adopted a system of annual reviews that was comprehensive and fair, and included professional improvement plans and goals. In spite of the fact that these changes caused some unhappiness and even defections, his rating by the faculty went up each year. We believe that this happened because he cared for the people in his department, he established a reasonable level of expected discipline, and created an environment that treated people fairly.

As another example, a small section in a large ^nancial organization had a long history of unhappy workers whose work was errorŋprone, and whose productivity was the lowest of any comparable section in the organization.

One of the corporate vice presidents, Dave Thomas, was put in charge of the section and told to clean out the entire work group, and to rehire and train new people. Instead, he ^rst looked at the people and their problems. He could see they suffered from lack of direction and goals. So Mr. Thomas used our method to develop a new mission for the section that spoke of mutual respect and he helped the existing employees develop a simple work improvement effort. The end result was that within six months the section behaved quite differently. The desks throughout the of^ce had been rearranged to improve communication and the ~ow of work. The employees felt good about themselves and each other. Communications improved. New simpli^ed systems were developed. Productivity went up dramatically, and the section eventually became the most productive in the company.

Another example in a different industry involved a small 5ŋperson section of a large company. Again, it was taken over by a new leader who found the morale and productivity of the people in poor shape. Using our method, the new section leader worked with the employees to develop a new mission statement, and he began using the mission statement in his decision making. The statement emphasized how important the people in the department were, and how innovation was an expected behavior. The end result was that both morale and productivity improved throughout the section. Service to the internal customers this section served was improved and recognized. In three years, the section grew from 5 people to 25 people, in recognition of its increased value to the company.

It is not easy to create an environment based on trust and respect, even with the best of intentions. In the mid 1980s, Dick O’Hallaron was a regional vice president for a large health care organization. In addition to his own unit, he was responsible for three other operations with about 3,000 employees. One of these units underwent a solicitation by union organizers. When Dick chartered an outside ^rm to conduct an employee survey to learn how management was perceived by the employees, the results showed a number of problems. In particular, it appeared to the employees that management did not care about them. This was not true, but the perception was there nonetheless. The CEO took some immediate steps to correct this perception and in the end the union was not voted in by the employees.

After this incident Dick began to wonder about the way that the 1,200 employees in his own unit felt about management. He had always tried to create an environment based on trust and respect for people and was con^dent that there wasn’t a similar problem in his own unit. But just to be sure, he asked the same out^t to do a similar survey of his own organization. To his dismay, the results of the survey were almost identical to the unit that had the union problems. He took corrective action and eventually ^xed the problem, but it is interesting to realize that good intentions are not always enough.

The objectives for Law 3 do not need to be detailed. But they must convey a strong sense of interest and respect for the people in the organization.

For example, the AnheuserŋBusch Technology Acquisition Team stresses Şthe fundamental respect and dignity for each individual with whom we have contact in the pursuit of our vision.Ť British Airways recognizes the need for its people to be Şsafe and secureŤ, to be a Şcaring good neighborŤ, and to have Ş inspired teams of people building and bene^ting from the company’s success, sharing a cause, feeling good about working together and delighting the customer.Ť Ford Motor emphasizes the importance of people with this statement: ŞOur people are the source of our strength. They provide our corporate intelligence and determine our reputation and vitality.Ť Johnson & Johnson states that Şwe are responsible to our employees, the men and women who work with us throughout the world. Everyone must be conŋ sidered as an individual. We must respect their dignity and recognize their merit. They must have a sense of security in their jobs.Ť Ukrop’s recogŋ nizes the importance of Ştreating our customers, associates, and suppliers as we personally would like to be treated.Ť The VCU Dept. of Psycholŋ ogy emphasizes the importance of mutual respect: ŞWe value and refuse to devalue other people, including our staff, faculty, students, members of our University community, and all other constituents.Ť The School of Allied Health Professions promises to Şrespect the value and uniqueness of each individual.Ť

Unfortunately, mission statements often fail to address Law 3. In 1996 and 1997, we did a survey of the mission statements from academic marketŋ ing departments. Of the 90 departments contacted,40 furnished their mission statements. Most of these statements focused on faculty, but few mentioned anything about the other employees in the department. As another examŋ ple, the mission statement for Virginia Commonwealth University speaks of students and faculty, but is silent on the issue of nonŋfaculty employees.

The ideas in Law 3 of trust and respect for people also apply to the suppliers, vendors, and contractors that do business with the organization.

7.4. OBJECTIVES FOR LAW 4 57

While they are often ignored in mission statements, we ^nd that the really good organizations remember these people as well.

For example, the AnheuserŋBusch Technology Acquisition Team promises Şto do our best to respect our vendors and their investments of time and reŋ sources. We will treat them fairly and honestly in striving to award our business based on excellent service, superior quality, and competitive price. We intend to build longŋterm relationships with the best suppliers in the industry.Ť Johnson & Johnson believes that Şour suppliers and distributors must have an opportunity to make a fair pro^t.Ť Ford Motor recognizes that ŞDealers and suppliers are our partners. The company must maintain mutually bene^cial relationships with dealers, suppliers, and our other busiŋ ness associates.Ť Ukrop’s states that ŞThe mission of Ukrop’s is to serve our customers and community ef^ciently and effectively while treating our customers, associates, and suppliers as we personally like to be treated.Ť In sum, Law 3 is crucial (and controversial) because it describes a fundaŋ mental relationship between an organization and its employees, contractors, and suppliers that is based on trust and respect. Every mission statement should speak directly to these key values of trust and respect.

7.4 Objectives for Law 4

Law 4: A business must provide opportunities for the satisfacŋ tion of normal occupational desires.

Law 4 embodies the same themes of trust and respect that we found in Law 3. The basic premise of Law 4 is that people take their job seriously and want to do it well. Law 4 reminds us of an organization’s responsibility to help employees learn, grow, and excel in their jobs; to be the best employees that they can be.

The idea behind Law 4 is to recognize the obligation of the organization to create a great quality of work life for the employees. In an organization with a great quality of work life, people enjoy coming to work and participating in the activities and goals of the organization. Such a place will have its own builtŋin quality improvement program, carried on by employees who want to see the organization improve and succeed.

Unlike the ^rst three laws we have studied, Law 4 tends to be easy for most mission teams to understand and articulate, mainly because it is concrete and relates directly to every employee’s experience. The basic questions to ask during this session are:

1. What are we doing to help employees learn and grow in their jobs?

2. What aren’t we doing that we should be doing?

When answering these questions, mission teams typically discuss issues such as career development, training, challenging work, comfort, working enviŋ ronment, communications, empowerment, recognition, safety, and training. When we work with our clients on this law, we ^nd that about half of the objectives suggested by the mission team pertain to the good things that the organization is already doing, and the other half to the things that the group wishes the organization would do, but doesn’t.

We have never seen a mission team get stuck for material for this law. However, it is important not to turn things into a gripe session. If the organization is lacking in certain areas, identify and agree on objectives that address these failings in a general sense, and then move on.

The AnheuserŋBusch Technology Acquisition Team notes the imporŋ tance of Şrecognizing the contributions of our team members and providŋ ing them with opportunities for satisfying and ^nancially rewarding work with continuous opportunities for personal development and advancement.Ť British Airways wants Şinspired teams of people building and bene^ting from the company’s success, sharing a cause, feeling good about working together and delighting the customer.Ť Notice how this statement covers both Laws 3 and 4.

At Ford Motor there is a belief that Şinvolvement and teamwork are our core human values. Employee involvement is our way of life. We are a team. We must treat each other with trust and respect.Ť Johnson & Johnson is adamant in their desire to provide a good environment for their employees: ŞEveryone must be considered as an individual. We must respect their dignity and recognize their merit. They must have a sense of security in their jobs. Employees must fee free to make suggestions and complaints. There must be equal opportunity for employment, development and advancement of those quali^ed. We must provide competent management, and their actions must be just and ethical.Ť Ukrop’s aims for the following for its employees (associates): ŞFor our associates, we will promote a pleasant and challenging work environment where work can be an enjoyable experience.

7.5. OBJECTIVES FOR LAW 5 59

We will give our associates an opportunity to grow and advance according to their proven abilities and demonstrated desire to improve themselves professionally.Ť

The School of Allied Health Professions devotes a large part of their mission statement to Law 4:

• Cooperation Ů We collaborate through the practice of open commuŋ nication, trust, and respect.

• Enjoyment Ů We value internal wellŋbeing, creative enrichment, and a spirit of joyfulness.

• Excellence Ů We practice and promote the highest standard of quality performance and care of the individual.

• Ful^llment of potential Ů We facilitate continual professional develŋ opment and personal growth.

• Innovation Ů We encourage and support creativity.

The VCU Dept. of Psychology states that ŞOur work is created with excelŋ lence, conceived in wisdom, and aimed at improving the quality of life. Our productivity is maintained in an environment of fairness, mutual respect, and enjoyment.Ť

In sum, the idea behind Law 4 is to recognize the need to create a great environment for people to work, to help them develop professionally, and to be the best employees that they can be.

7.5 Objectives for Law 5

Law 5: A business must provide just wages for labor.

This is a relatively easy law to understand and articulate; we all know that we should be paid more! However, we have a few suggestions that might be helpful.

Compensation is a sensitive issue, but it must be mentioned in the misŋ sion statement nonetheless. Employees need to know that the organization is committed to paying them just wages. We have seen a number of mission statements that did not address the issue of just compensation because manŋ agement felt this was their right alone, and they did not want employees or anyone else interfering.

A common question is what to do when the mission team represents an organization such as a business department/section or government agency that doesn’t control the wage and salary structure. In these cases, we recomŋ mend still addressing Law 5 in the mission statement, if only to say that the department or section will advocate for fair compensation for its employees.

Providing fair compensation to all people that an organization deals with, including employees, vendors, and subcontractors, is completely consistent with the notion of respect for people embodied in Laws 3 and 4. Thus we ^nd commitments to providing just compensation to vendors, suppliers, and contractors becoming more commonplace in mission statements. For example:

The AnheuserŋBusch Technology Acquisition Team promises that Şwe will do our best to respect our vendors and their investments of time and resources. We will treat them fairly and honestly in striving to award our business based on excellent service, superior quality and competitive price.Ť They also acknowledge the importance of Şrecognizing the contributions of our team members and providing them with opportunities for satisfyŋ ing and ^nancially rewarding work.Ť British Airways wants its employees Şbene^ting from the company’s success.Ť Ford Motor is silent on the isŋ sue of compensation. Johnson & Johnson states that Şcompensation must be fair and adequate.Ť Ukrop’s Şwill fairly compensate our associates for their performance and they will share in the success of the company through pro^tŋsharing bonuses. To our suppliers, we will do our best to provide a fair return on their investments of time and resources.Ť The VCU Dept. of Psychology is quite up front: ŞWe advocate fair compensation, and seek creative means of developing and managing compensation for our people and Department.Ť The School of Allied Health Professions claims that Şthe School fosters fair and equitable work responsibilities and compensation.Ť

In sum, compensation is a tricky subject and not easy to agree on. However, Law 5 tells us that an organization should recognize the importance of fair compensation and always strive towards that goal.

7.6. OBJECTIVES FOR LAW 6 61

7.6 Objectives for Law 6

Law 6: A business must provide a just return on capital.

Law 6 is straightforward with respect to forŋpro^t businesses: the organiŋ zation should produce a reasonable return on the investments of its owners. But what does it mean for organizations like schools, nonŋpro^t businesses, churches, and government agencies?

In fact, Law 6 applies to these organizations as well. They merely have different notions of return on capital. The idea of Law 6 is that an organizaŋ tion must make good use of the money that funds the organization, whether this money is in the form of stockholder investments, private investments, tuition, or taxes.

For example, a school is obligated by Law 6 to provide a good education to students in return for the tuition and taxes that they and their parents pay to fund the school. Government agencies must also work hard to provide costŋeffective service to the taxpayers who provide their operating budgets. Corporate research labs must help provide new product ideas to the business units that fund them. Similarly, departments or sections that receive budgets from a larger organization have an obligation to use their budgets wisely.

It is surprising how many organizations omit this important law from their mission statements. However, here is how our model mission statements addressed Law 6.

The AnheuserŋBusch Technology Acquisition Team vows to Şinsure a superior return on the investment of our company has made in our team, by striving to add value, eliminate waste and achieve the lowest total system cost for our customers.Ť British Airways simply wants to Şenjoy strong pro^tability.Ť Johnson & Johnson is brief and explicit: ŞWhen we operate according to these principles, the stockholders should realize a fair return.Ť Ukrop’s Super Markets acknowledges the importance of Şlong term pro^tability and growth Ů a measure of success which associates share through bonuses and new opportunitiesŤ and also hopes to Şachieve pro^table growth and longŋterm ^nancial success.Ť Ford Motor aims to Şprosper as a business and to provide a reasonable return for our stockholders, the owners of our business.Ť Ford also recognizes the importance of pro^ts as Şthe ultimate measure of how ef^ciently we provide customers with the best products for their needs. Pro^ts are required to survive and grow.Ť

The VCU Dept. of Psychology promises that Şin all our endeavors, we strive to use resources costŋeffectively so that we can best achieve this mission and the missions of the College of Humanities and Sciences and of Virginia Commonwealth University.Ť The School of Allied Health Proŋ fessions Şrecognizes the importance of being accountable to the students and their families, the Commonwealth, faculty, staff, alumni, and other benefactors by using resources effectively.Ť

Many Catholic hospitals address Law 6 using statements focusing on stewardship responsibilities.

In sum, Law 6 applies to any organization, even churches, schools, and nonŋpro^t institutions such as hospitals and charities. Every organization requires capital in order to survive, and every investor deserves a reasonable return. Of course, different kinds of organizations will have different notions of return on capital and what comprises a just return.

Chapter 8

Construct the Mission Statement

To this point you have considered each of Gast’s laws, and for each law have identi^ed a set of fundamental objectives for your organization. In this third step, the mission team hands over this set of fundamental objectives to the mission writers Ů a subgroup of the original mission team chaired by the head of the organization Ů who then use these objectives as the raw material from which they craft the mission statement.

This step is somewhat of an art, and depends a great deal on the taste and writing ability of the mission writers. However, there are some identi^able styles, and we’ll use examples of existing mission statements to describe these different approaches.

If developed properly, the list of objectives handed over to the mission writers will address each of Gast’s laws. For example, the mission team for the VCU Department of Psychology handed over the following raw material to their mission writers:

1. Promote understanding of behavior [Law 1].

2. Promote an environment conducive to learning [Law 1].

3. Promote our traditional commitment to applied societally relevant psychology [Law 1].

4. Measure effectiveness of curriculum goals against goals of students, undergraduate, postŋgraduate students, and use the information to improve the curriculum and process [Law 1].

5. Take effective measures to enhance classroom experiences for faculty and students [Law 1].

6. Improve the quality of life in society through the development of knowledge, technology, ^nding effective ways of addressing human problems, providing educated citizens and ethical leaders and citizens [Law 2].

7. Carry out annual evaluations of faculty and staff, focused in part on productivity in various areas [Law 2].

8. Enhance mechanisms for the recognition of people’s work [Law 3].

9. Provide equitable and fair access to professional growth and advanceŋ ment [Law 4].

10. Advocate for fair compensation and be creative in developing and managing a fair wage and salary effort [Law 5].

11. Improve the quality of life after graduation [Law 6].

The job of the mission writers is to compose this list of objectives into a mission statement. This process is a matter of taste and style. There are no hard and fast rules, but existing mission statements do tend to follow a few general approaches.

8.1 Styles of mission statements

One approach is to write the mission statement as a sequence of complete sentences, where each sentence describes one or more of the objectives supplied by the mission team. Of course a great deal of wordsmithing of the original objectives is likely, but the basic idea is to simply compose these reworded objectives in some order. Johnson & Johnson use this approach very effectively in their elegant mission statement (see Appendix G). The Johnson & Johnson statement is interesting because it simply lists the various responsibilities of the organization to its employees, suppliers, investors, and community.

Other organizations partition their objectives into separate sections with headings such as Vision, Mission, Goals, Values, and Guiding Principles.

8.1. STYLES OF MISSION STATEMENTS 65

How the objectives are partitioned into sections and how these sections are entitled is entirely at the discretion of the mission writers. We don’t know of any precise de^nitions for the different sections, and it’s probably not worth the effort to try to de^ne them. In general, though, sections with titles like Mission, Vision, and Goals tend to include objectives related to the organization’s core business, productivity, and ^nancial performance (Laws 1 and 6). We refer to these as business objectives.

On the other hand, sections with titles like Values and Guiding Principles tend to relate to objectives that describe how the organization intends to behave as it engages in its core business (Laws 2, 3, 4, and 5). We refer to these as behavioral objectives.

The British Airways mission statement is an example of a mission stateŋ ment that partitions its objectives into separate sections. The business objecŋ tives are listed in the Mission and Goals sections. The behavioral objectives are listed in the Values section. Addendum O has a list of values, or behavŋ ioral objectives with descriptions of the expected behavior.

Another common approach is to ^rst list all of the objectives in one section, followed by a second section that emphasizes the values or beliefs that are implied by the behavioral objectives listed in the ^rst section. For example, the Vision section of the VCU Department of Psychology’s mission statement is quite clear about the Department’s commitment to helping students learn and to helping employees grow professionally and to be paid fairly. These objectives imply that the people in the department share values such as productivity, excellence, mutual respect, and fairness. These shared values are repeated and highlighted in a separate Values section.

Again, the decision to use separate sections is a matter of taste. In pracŋ tice, most modern mission statements do use separate sections to highlight the organization’s values, for several reasons. First, a new or revised mission statement is often used as a management tool to help change some aspect of an organization’s culture (more on this in the next chapter). Since the culture is summarized by the organization’s behavioral objectives, mission writers will often highlight and emphasize new values proposed by the misŋ sion team. Second, the mission statement is also used as a sales tool to help attract new employees, contractors, vendors, and customers. Mission writers will often highlight shared values that they think will be attractive to these groups.

In our experience, when the objectives for Laws 2Ű5 are done correctly, they always re~ect the shared values of respect for people, mutual trust, and the importance of quality. We believe strongly that if you do choose to highlight your organization’s values, the list should include these three crucial values.

8.2 All mission statements are not alike!

Another important issue is to ensure that the ^nal mission statement re~ects the special nature of the organization. We don’t want a mission statement to be boilerplate that could be applied anywhere.

For example, we once worked on the mission statement for a Catholic welfare agency. When the local bishop reviewed the ^nal document, his reaction was, ŞThis doesn’t look like a church sponsored agency. This could be a welfare agency sponsored by any group. What you have done is secularize the statement. There is no mention of the healing ministry of Jesus. There is no mention of the focus of our faith or the important and necessary spiritual dimensions of this organization.Ť

He was right of course. Churches and church groups need mission statements, and their statements should conform to Gast’s laws like those of any other organization. But in describing the objectives, we need to keep in mind the unique nature of the organization and make sure that the objectives are not too generic.

Andrew Campbell, Director of the Ashridge Strategic Management Cenŋ tre in London, England, and one of the most proli^c writers on the subject of organizational mission, emphasizes the importance of a mission statement being unique to the organization.

Writes Dr. Campbell, ŞOne of the dif^culties of mission statements is making them idiosyncratic. One professor used to ask his manager students to give him a copy of their company’s mission before class. He then read out the ^rst one, omitting the company’s name and asked who’s it was. He claimed that at least half of those who had handed in statements raised their hands.Ť

Dr. Campbell is absolutely right about the need to make mission stateŋ ments unique. Gast’s laws do not imply that you simply write a standard mission statement, like a model legal document, and ^ll in the blanks that are left for your company’s name and business focus. Your mission statement

8.3. THE REVIEW PROCESS 67

must speak to the unique nature of your organization.

8.3 The review process

In our experience, successful efforts to write mission statements include an extensive review process. The review process is an iterative one that goes through several review/modify cycles, with reviews from the mission team itself, upper management, and the rest of the organization.

A typical cycle would be to request comments from the rest of the mission team, make necessary changes, request comments on the modi^ed version, make more changes, and so on, until the mission group reaches a consensus on the document. This draft is then distributed to an appropriate crossŋsection of the organization for review and comments. Finally, the ^nal draft of the mission statement should be approved by the appropriate higher authority. For example, if the mission statement is for an entire company, then it should be approved by the board of directors. If the statement is for a section, then it should be approved by the section head’s boss.

The VCU Dept. of Psychology sent a draft of their mission statement to every faculty member and employee in the Department for review. Similarly, by the time the mission statement for the School of Allied Health Professions was adopted, over 80 people had been involved as either members of the mission team, mission writers, or reviewers. Finally, the U.S. Navy Medical Service Corps sent a draft of their mission statement to over 900 members of the corps worldwide for review before the ^nal version was published.

The important idea in the review process is to expose the mission stateŋ ment to as many people as possible, and to get as many people as possible to buy in to the proposed statement before it is of^cially adopted. Achieving this kind of acceptance is crucial because it allows the mission statement to become a useful tool that plays an active role in the dayŋtoŋday operation of the organization. If people in the organization don’t know about the mission statement or don’t accept it, then of course it will have little value. But if you have followed our suggestions and based the mission statement on Gast’s laws, then we can almost guarantee that the mission statement will be accepted by the people in your organization, and that it will be effective.

How real managers in real companies use their mission statements on a dayŋtoŋday basis is the topic of Step 4, which is described in the next chapter.

8.4 Frequently asked questions

Here are some questions that people frequently ask when they are conŋ structing a mission statement. We have already addressed them in previous sections, but the questions come up so often that we think it is helpful to explicitly list them:

Q1: If we base our mission statement on Gast’s laws, won’t it look the same as every other mission statement based on Gast’s laws?

A1: No! Consider the following analogy. If you were to Xŋray 100 people their skeletal formation would look quite similar. You’d see bones of hands, legs, body and skull. Similarly, if you were to Xŋray (analyze) 100 good mission statements you would ^nd that in general they have very similar objectives (i.e., Gast’s laws).

Now put some ~esh on the skeleton bones and the differences quickly become apparent. Men look much different than women. Some people have blue eyes, others brown. Some have blond hair, others black or brown hair. Some have light skin, others various shades of darker skin. Then add a mind, personality and behavior to the skeleton and differences become even more apparent.

A mission statement is similar. Although most good statements have a similar skeleton, each can and should be described in a way that puts a special emphasis on what the organization does and how it intends to behave. It must have some meat on the bones to give it a distinctive personality.

To illustrate this point with a real (and great) mission statement, consider the Johnson & Johnson Credo, which is clearly unique, and yet neatly addresses each of Gast’s laws (and nothing more!). Every sentence in this statement can be associated with one of Gast’s laws:

Law 1 is addressed by the following sentences (note that they are taken out of order from the Johnson & Johnson Credo):

We believe our ^rst responsibility is to the doctor, nurses and patients, to mothers and all others who use our products and services. · · · Customers’ orders must be serviced promptly and accurately. · · · We must experiment with new ideas.

Research must be carried on, innovative programs developed and mistakes paid for.

New equipment must be purchased, new facilities provided and new products launched.

Law 2 is addressed by the following parts:

In meeting their needs everything we do must be of high quality. · · · We must constantly strive to reduce our costs in order to maintain reasonable prices. · · · We must provide competent management, and their actions must be just and ethical. We are responsible to the communities in which we live and work and to the world community as well.

We must be good citizens ŋ support good works and charities and bear our fair share of taxes.

We must encourage civic improvements and better health and education. We must maintain in good order the property we are privileged to use, protecting the environment and natural resources.

Law 3 is addressed by the following:

Our suppliers and distributors must have an opportunity to make a fair pro^t. We are responsible to our employees, the men and women who work with us throughout the world.

Everyone must be considered as an individual. We must respect their dignity and recognize their merit.

Law 4 is covered by the following statements:

They must have a sense of security in their jobs. · · · and working conditions clean, orderly and safe.

We must be mindful of ways to help our employees ful^ll their family responsibilities.

Employees must feel free to make suggestions and complaints. There must be equal opportunity for employment, development and advancement for those quali^ed.

Law 5 is addressed by the following:

Compensation must be fair and adequate,

And Law 6 is addressed by the following:

Our ^nal responsibility is to our stockholders.

Business must make a sound pro^t. · · · Reserves must be created to provide for adverse times.

When we operate according to these principles, the stockholders should realize a fair return.

With its narrative prose style, the Johnson & Johnson statement mission is quite different from any other mission statement we have seen. Yet it contains all the generic features of Gast’s laws (although of course Gast’s laws hadn’t yet been invented when the Johnson & Johnson mission statement was coined). See Section 8.2 for a discussion on making your mission statement unique.

Q2: We see mission statements with different parts labeled ŞMissionŤ, ŞVisionŤ, ŞValuesŤ, ŞQuality goalsŤ, and so on. Which of these parts is the mission?

A2: They all are! See Section 8.1 for a discussion of the different parts of a mission statement.

Q3: People tell me that mission statements must be short enough to be memorized. Is this true?

A3: Not necessarily. It must be long enough to describe how the organization intends to comply with Gast’s laws, no more and no less. For example,

Ukrop’s mission has 216 words, Johnson & Johnson has 308 words, British Airways has 129 words, and Ford Motor Company has 358 words. These excellent mission statement are probably too long for most of us to memorize, but many of Ukrop’s employees do indeed memorize their mission statement. However, the main goal should always be to develop a mission statement that is an effective management tool.

Q4: We know what our mission is. Why do we need to write it down?

A4: Because you can’t be sure that the people in the organization really understand the mission until you write it down. Often, ideas that seem clear in our heads are exposed as being murky, incomplete, or contradictory when we try to put them to paper. Stating in precise words just what an organization does or wants to do is perhaps the most dif^cult thing for a leader to articulate. The dif^culty is similar to the problem St. Augustine encountered when he pondered the nature of time. As he wrote in his Confessions, ŞIf no one asks me, I know; but if any person requires me to tell him, I cannnot.Ť

72 CHAPTER 8. CONSTRUCT THE MISSION STATEMENT

Chapter 9

Use the Mission Statement

To this point, you have worked hard to create a good mission statement based on Gast’s laws. But there are many good mission statements that hang forgotten on the wall and play no role in the daily life of the organization. So how do you turn your good mission statement into an effective one that is used regularly and strategically?

This chapter contains examples of organizations whose mission stateŋ ments play a powerful role in the daily life of the organization. It is our hope that these examples from real organizations will give you some ideas for making your mission statement an effective tool. We think that real examples will be much more helpful to you than any theories we might have on how to make effective use of your mission statement.

Some of the stories are based on our own business. Others come from managers from a variety of successful organizations. The organizations include a small section in a giant multinational, a midŋsized regional ^rm, some university departments, and a health care system. Here are their stories.

9.1 AnheuserŋBusch Technology Acquisition Team

The AnheuserŋBusch Technology Acquisition Team is a group of about 25 people who negotiate contracts for computer and communication equipment and who hire contract programmers for AnheuserŋBusch, the world’s leading beer manufacturer. Gary Foster, the team manager, led the development of the mission statement, using Gast’s laws, in 1994. According to Mr.

Foster, the mission statement has played an active role in that growth, and it continues to play an important role in the daily business of the group.

Mr. Foster and his group use the mission statement to drive their strategic planning process. In particular, they use the mission statement to identify a set of longŋterm goals that they call Şmission targetsŤ. These mission targets are long term goals that are implied by the objectives contained in their mission statement. Each year, they try to ^gure out how to get closer to these mission targets, and make plans, broken down in quarterly phases, including time tables, measurable activities, and speci^c responsibilities.

The team also uses the mission statement to help with daily and strategic problem solving. When they are assigned a new function as part of a reorganization, they look at the new function and determine if it ^ts into the core business de^ned in their mission statement: the purchasing of all information technologies for AnheuserŋBusch. If it doesn’t ^t, then they attempt to have the work transferred out of their section.

For example, in one case the team inherited a security function for promoting mainframe programs to production status from test status. This function took the majority of one person’s time, but was inconsistent with the team’s mission. There were two alternatives: (1) transfer the person out of the group, or (2) automate the function so the person could work on more appropriate tasks. The group chose the latter option, automated the task, and put the person to work on other tasks that were more consistent with the team’s mission.

As another example, during one consolidation phase the group was given the job of hiring consultants for the information service area. There was a question initially about whether this new role was consistent with the mission of the group. However, a re~ection on the mission statement revealed a good ^t, and they were able to integrate the new role smoothly into their operation.

On the other hand, they also use their mission statement to identify functions being performed elsewhere that should be handled by their group. For example, at one point, the outsourcing of some computer programming work to an offshore ^rm was being handled by another group within the company. However, since it ^t so well into their core business, they were able to campaign successfully to incorporate the outsourcing function into their group.

Mr. Foster also uses the mission statement in developing relations with vendors, suppliers, internal customers, and employees. He includes a copy

9.2. UKROP’S SUPER MARKETS 75

of the mission statement in the service agreements for internal customers, as well as in the purchasing guide for vendors. He displays mission statements in his of^ce, in the group’s conference room, on the story board outside the of^ce, and on the group’s Web page. He gives a copy to each employee, reviews it with each employee candidate, and uses it to counsel employees. Finally, he uses the mission statement to encourage his employees to make suggestions and to disagree with him when they think it is important.

9.2 Ukrop’s Super Markets

Ukrop’s is a world class grocery chain in the Richmond, VA area. The company is written about regularly in business journals, and executives from throughout Europe, Great Britain, South America and the Far East visit Ukrop’s stores on a regular basis to learn about their operation.

According to Jim Ukrop, President, their mission statement was develŋ oped in 1988 as part of the 50th anniversary celebration of the company’s founding. It has been an integral part of their dayŋtoŋday operation ever since, with only minor changes. Their mission statement is an important tool for strategic planning. Management also uses the mission statement on a daily basis to help make decisions about the operation of the company.

The mission statement also plays a key role in evaluating how the employŋ ees deal with customers, with each other, and with vendors. For example, a longŋterm employee who managed the meat department at one of the Ukrop’s stores refused to carry out the company’s threeŋday expiration policy. He was warned the ^rst time he was caught; the second time Mr. Ukrop ^red him. When some people objected to the ^ring, Mr. Ukrop’s response was ŞConsidering our mission statement, how can we not do it?Ť

Managers at Ukrop’s are not bound by as many policies as they used to be. Instead they are told to make decisions using common sense and the mission statement as guidelines. For instance, Ukrop’s used to have a policy of not cashing any check over $400. But if a regular customer wants to cash a $500 check, they will cash it, because their mission statement demands superior customer service. The $400 ^gure is a guide, rather than a policy.

Ukrop’s goes to great lengths in encouraging their employees to learn about the mission statement. For a while it was even printed on every grocery bag. Employees are encouraged to memorize the statement. Anyone who can recite the mission statement from memory gets a special pin and their name listed on the honor roll. Typically 50ŋ70 people qualify each month. There are over 2,500 employees on the honor roll, out of a total of 5,000 employees.

Ukrop’s works hard at recognizing their people. For example, at the annual picnic, those employees who have received letters of praise from customers are entered in the Parade of Champions. The promotion system is designed to enable the organization to have plenty of room for advancement, appropriate work titles, and ^nancial levels. All of which speaks to the respect of the organization for its people.

Meetings at Ukrop’s are usually started with some Şmission in actionŤ stories. These are stories about heroic things that employees do to carry out the mission. For example, stories about employees changing tires, delivering wedding cakes, and helping customers who have dif^culties are common. According to Mr. Ukrop, these stories help people to understand the mission and to celebrate living it.

9.3 VCU Department of Psychology

Steve Robbins, Ph.D., Chair of the VCU Department of Psychology, is one of the best university level managers we have met. He led the development of the department’s mission statement, based on Gast’s laws, in 1994.

According to Prof. Robbins, the mission statement serves as the guide for the department. He refers to it for guidance on processes he wants implemented in the department. It creates a structure for the hiring process, and is used at the insistence of the other faculty as the basis for their strategic planning sessions. No faculty or staff hires are made unless the focus of the hiring (or new position) is consistent with the mission statement.

The mission statement sets a tone that the members of the department live their working lives by. Interestingly, when the department ^rst created their mission statement, Prof. Robbins was not impressed with the part of the mission statement that listed the shared values. Instead, he was mainly interested in the part that listed the long range goals of the department. However, since then, he has discovered that the part of the mission statement that is used the most, the part that is most helpful, is the list of shared values. In Prof. Robbins’s words,

9.4. SCHOOL OF ALLIED HEALTH PROFESSIONS 77

The values part serves as a basis for a sense of respect we are trying to instill in the faculty. We want people to feel safe to take risks and to be tolerant. We don’t want people to feel that hard work is our goal, when actually our goal is excellence. Being held in high regard is not enough, we must be excellent. The mission statement represents the standards I will expect and will enforce, as long as I am Chair of the department.

Prof. Robbins uses the statement daily to frame decisions and to focus on values and goals. It serves as a cornerstone, especially when the department is under stress or changing circumstances. It gives continuity.

9.4 School of Allied Health Professions

The VCU/MCV School of Allied Health Professions developed a new misŋ sion statement, based on Gast’s laws, early in 1995, under the leadership of Dean Thomas Barker, Ph.D.

Cecil Drain, Ph.D., the current Dean, has appointed one of his Chairs as the School Mission Manager. As a Chair, she attends all School Executive Committee meetings and re~ects the decisions made against the school’s mission statement. This has been an effective technique and has made the mission statement an important document in the decision making process. For example, some decisions most recently affected by this technique involve the structure of the Executive Committee meetings, the method and process for the evaluation of Chairs of all departments, and resolutions about the accountability of staff and faculty.

As another example, the mission statement was highlighted in the inŋ troduction of a recent report that Prof. Drain presented to the University President’s Council. In the report he explained how the School positioned itself to earn topŋ10 nationwide rankings for ^ve of its eight departments in 1998.

9.5 Coastal Hospice

Coastal Hospice, in Salisbury, MD, is a freestanding hospice that provides hospice and home health services for 4 counties on the eastern shore of

Maryland. Marion Keenan, President, led the effortto develop a new mission statement, based on Gast’s laws, in 1992 (see Appendix K).

According to Ms. Keenan, the mission statement is an integral part of the daily work life. The mission statement is reproduced on the ^rst page of the employee handbook. A large framed copy hangs in every room where decisions are made. According to Ms. Keenan, Şyou can’t get away from it!Ť.

Employees share the mission statement with every patient. Managers carefully review the statement with prospective employee and volunteer applicants to make sure they are willing to support the mission.

It is also used in daily decision making and in strategic planning, serving to constantly remind them what they are about. It has helped them to stabilize their direction in the face of the incredible changes that are occurring in the health care industry. As the organization ponders gutŋwrenching changes, they ask themselves if the changes are consistent with their mission. If not, they consider other options. According to Ms. Keenan,

Constant change makes it dif^cult to keep your footing because your footing is always changing. It would have been harder for me personally to not have a mission statement to work with. I may have been confused. A leader needs to be rooted in something important.

Ms. Keenan tells us that the Coastal Hospice staff literally lives the mission in their discussions and problem solving. People are not afraid to confront her on mission issues. For example, "You say one thing in the mission, but this decision speaks of another." The challenges are not oneŋupsmanship. They are based on serious concerns that help keep the staff on track. In her words,

I believe in the mission statement as do most of my people. It is not hard to get the organization to live it. It inspires people, and they take it to heart. When I see how our people, one on one, work through tough problems, I know they believe it.

9.6 Bon Secours Health System

Dick O’Hallaron (the ^rst author of this book) was CEO of St. Mary’s Hospital in Richmond, VA from 1972Ű1987, and the regional viceŋpresident for the Virginia area of the Bon Secours Health System from 1985Ű1987. The Sisters of Bon Secours organized an extremely successful health system, currently one of the largest Catholic health systems in the country, in 1983. At the same time they developed a mission statement for their new system (see Appendix L for their most recent version).

As CEO, Dick had a strong feeling that the mission statement was unŋ derstood by most people and had a big impact on the dayŋtoŋday operation of the organization. The organization had a very caring environment. It held people in high esteem, including doctors, employees, volunteers and especially its patients. It had a special focus on high quality, whether it was keeping the hospital clean, serving good meals, or providing quality nursing and medical care. People were proud of the environment and liked working there. Bon Secures had an excellent mission statement, and the organization lived it. The mission statement was a powerful in~uence then, and it still is today.

The same mission statement was used by all 9 facilities in the early days of the Bon Secours health system, and thus provided continuity in culture across all the hospitals in the system. It was an important factor in the success of the organization, and triggered Dick’s current passion for helping other organizations develop good mission statements.

The mission statement affected many parts of the organization. Dick used the mission statement extensively during orientation and routine trainŋ ing sessions for hospital employees and board members. In general, the organization used the mission statement as the basis for teaching employees how they should treat patients and each other.

The mission statement also served as the basic document for strategic planning, and Dick used it numerous times to help with major hirings and acquisitions. For example, he used it to screen applicants when he was hiring a CEO for the Great Britain province of the Bon Secours system.

He also used it to help rule out the purchase of a group of nursing homes in the US. The pro^tability of the prospective purchase was built on wage and bene^t policies that did not ^t the Bon Secours mission. What at ^rst looked like a good investment wasn’t, when one examined the employee bene^ts, which were practically nil. The company that owned the chain made their money by paying very low wages and offering practically no bene^ts.

In another case, the objective in the Bon Secours mission statement to care for the poor supported a systemŋwide policy of never refusing care to someone because they couldn’t pay. It also helped in~uence a decision to open a satellite in Amelia County, one of the poorest and most underserved areas in Virginia. Bon Secours built a new health care center and staffed it with doctors, nurses, xŋray technicians, and lab people. The center took care of anyone who showed up, whether they could pay or not. The center won the Citation Award from the Catholic Hospital Association for outstanding works in the care of the poor. Eventually it became a selfŋsuf^cient enterprise and provides a continuing service to this day in an area that really needs it.

At one point the organization made the dif^cult decision to eliminate a certain job category in the pharmacy and lay off the 100 people that ^lled those jobs. Since the mission statement emphasized respect for people and a responsibility to provide productive employment, the board required Dick to make a report each month on the status of the people who had not been rehired yet. Each month, the board quietly extended the severance packages for the employees who were still unemployed but were actively trying to ^nd jobs. At the end of a year, all but 2 out of 100 had found work, and no one had their severance package terminated before they were able to ^nd work. Clearly, Bon Secours was an organization with an intuitive understanding of Gast’s laws.

In the late 1980’s Dick was chair of the ^nance committee of the Cincinŋ nati based Sisters of Charity Health System. The members of this committee included a viceŋpresident of the Federal Reserve, highly successful business people, academic people, members of religious orders, and hospital CEOs. An important purpose of the committee was to review the feasibility and ^nancial impact of major programs proposed by member organizations of the system.

In many cases, the committee ^rst reviewed the ^nancial impact of the proposal, and then attempted to evaluate whether the proposal was consistent with the organization’s mission statement. However, a number of commitŋ tee members were uncomfortable with their level of understanding of the organization’s mission.

To address this problem, Dick devised the following simple but effective technique, called a mission re~ection, to help the board members learn about the mission of the organization. At the beginning of each ^nance committee meeting, one of the committee members would spend a few minutes describing what the mission meant to them. They might focus on some aspect of the mission, or they might describe how they felt the day’s agenda related to the mission. The presentations were for the most part extemporaneous and informal. It was inspiring to hear each person’s feeling about the mission of the organization and what it meant to the individually personally. After about 18 months of this practice, everyone clearly understood what the mission was all about, but the committee chose to continue the practice anyway because they valued the comments.

Some of the ^nance committee members liked the idea of mission re~ecŋ tions so much that they began doing it with other committees and boards that they served with. Over a period of several years, without any directive or mandate from anyone, the practice of mission re~ections spread throughout the board level committees of the system and its numerous hospitals. The practice eventually spread outside of the Sisters of Charity system. One of the board members of their Denver hospital, a major stockholder of a multinational corporation, instituted the practice of mission re~ections at the board meetings of his own organization.

Concluding remarks

These are just a few examples that illustrate how different organizations, large and small, forŋpro^t and nonŋpro^t, are using their mission statements in the dayŋtoŋday operations of their businesses. From these examples, we can draw a few conclusions about effective mission statements.

First, and most important, the head of the organization believes in the mission statement completely and recognizes it as an important tool. Deŋ pending on the type of organization (i.e., corporation, section, or department) this person might be the chairman, president, or department head. Without support from the top, a mission statement is not worth the paper it is printed on, and none of the techniques we have taught you will make any difference.

Second, the most effective mission statements address all of Gast’s laws. Third, the mission statement is used on a daily basis and plays a signifŋ icant role in the operation of the business. It is used in strategic planning, in problem solving, in dayŋtoŋday decision making, and in promoting the objectives of the organization.

Finally, the mission is well distributed and visible. Managers, employees, vendors, contractors, and customers know about the mission statement and understand it.

Many successful organizations use their mission statement as a powerful management tool. If you follow our advice and base your mission statement on Gast’s laws, you too can create an effective mission statement. Good luck!

Appendix A The Four Steps to an Effective Mission Statement

1. Organize a mission team.

2. Use Gast’s laws to construct the fundamental objectives of the orgaŋ nization.

3. Use the fundamental objectives to construct the mission statement. 4. Use the mission statement regularly and strategically.

84APPENDIX A. THE FOUR STEPS TO AN EFFECTIVE MISSION STATEMENT

Appendix B Gast’s Laws

A business must:

1. Produce a wantŋsatisfying commodity or service, and continually imŋ prove its ability to meet needs.

2. Increase the wealth or quality of life of society through the economic use of labor and capital.

3. Provide opportunities for the productive employment of people. 4. Provide opportunities for the satisfaction of normal occupational deŋ sires.

5. Provide just wages for labor. 6. Provide a just return on capital.

86 APPENDIX B. GAST’S LAWS

Appendix C The Baldrige Award Winners

1998. Boeing Airlift and Tanker Programs, Solar Turbines Inc., Texas Nameplate Conpany Inc.

1997. Merrill Lynch Credit, Xerox Business Services, 3M Dental Products Division, Solectron.

1996. ADAC Laboratories, Custom Research, Dana Commercial Credit, Trident Precision Manufacturing.

1995. Armstrong World Industries Building Products Operations, Corning Telecommunications Products Division.

1994. AT&T Consumer Communications Services, GTE Directories Corŋ poration, Wainwright Industries.

1993. Ames Rubber, Eastman Chemical Company.

1992. AT&T Network Systems Group Transmission Systems Business Unit, AT&T Universal Card Services, Granite Rock Company, Texas Instruŋ ments, Defense Systems & Electronics Group.

1991. Marlow Industries, Solectron, Zytec.

1990. Cadillac Motor Car Company, Federal Express, IBM Rochester AS/400 Division, Wallace Company.

1989. Milliken & Company, Xerox Business Products & Systems.

88 APPENDIX C. THE BALDRIGE AWARD WINNERS 1988. Globe Metalurgical, Motorola, Westinghouse Electric Commercial Nuclear Fuel Division.

Appendix D

AnheuserŋBusch Technology Acquisition Team

Mission Statement

Vision

The Technology Acquisition Team supports the mission of AnheuserŋBusch Companies, Inc. and the Management Systems Group. Our aim is to proŋ vide key procurement services to AnheuserŋBusch Companies, Inc. and its af^liates for all information technologies. These services include negotiŋ ation, risk management, vendor/product selection expertise, leadership in knowledge of industry trends, and other activities that promote the success of our customers. Our commitment in providing our services is to be the best Ů ef^cient, effective, and constantly improving our ability to meet or exceed our customers’ expectations.

We will ensure a quality return on the investment our company has made in our team, by striving to add value, eliminate waste and achieve the lowest total system cost for our customers. Our contribution to the quality of life is to promote the organization’s responsibilities for our impact on the environment and society.

We will do our best to respect our vendors and their investments of time and resources. We will treat them fairly and honestly in striving to award our business based on excellent service, superior quality and competitive

90APPENDIX D. ANHEUSERŋBUSCH TECHNOLOGY ACQUISITION TEAM

price. We intend to build long term relationships with the best suppliers in the industry.

Values

In working together to achieve our vision, the people of the Technology Acquisition Team are guided by a set of shared beliefs that make progress possible. Our task is to strive for constant improvement in making these beliefs a reality:

TRUST. We believe in:

• A trust among team members that holds each member accountable.

• Earning trust by recognizing the appropriate priority of our customers’ needs while protecting the interests of the company and our customers.

PEOPLE. We believe in:

• The fundamental respect and dignity for each individual with whom we have contact in the pursuit of our vision.

• Recognizing the contributions of our team members and providing them with opportunities for satisfying and ^nancially rewarding work with continuous opportunities for personal development and advanceŋ ment.

• Our team’s ability to be open to new ideas and our collective effecŋ tiveness to anticipate future technological and service needs of our customers.

QUALITY. We believe in:

• A fundamental commitment to continuous improvement of our serŋ vices, targeted to ultimately achieve customer delight.

• Providing our customers with the highest ideals of timeliness, accuŋ racy, consistency, and completeness in our work.

Appendix E British Airways

Mission Statement

British Airways mission is to be the undisputed leader in world travel. Our values are to be:

• Safe and secure • Honest and responsible • Innovative and teamŋspirited • Global and a caring good neighbor Our goals are:

• To be the customers ^rst choice.

• We want British Airways to be the air line of ^rst choice in our key markets.

• We want inspired teams of people building and bene^ting from the company’s success, sharing a cause, feeling good about working toŋ gether and delighting the customer.

• To enjoy strong pro^tability.

• We need to meet investors expectations and secure the future.

92 APPENDIX E. BRITISH AIRWAYS • To be truly global.

• With a global network and a global outlook, we want to be recognized everywhere for superior value in world travel.

Appendix F

Ford Motor Company

Mission, Values, and Guiding Principles

Mission

Ford Motor Company is a worldwide leader in automotiveŋrelated products and services as well as in newer industries such as aerospace, communiŋ cations, and ^nancial services. Our mission is to improve continually our products and services to meet our customers’ needs, allowing us to prosper as a business and to provide a reasonable return for our stockholders, the owners of our business.

Values

How we accomplish our mission is as important as the mission itself. Funŋ damental to success for the company are these basic values:

• People Ů Our people are the source of our strength. They provide our corporate intelligence and determine our reputation and vitality. Involvement and teamwork are our core human values.

• Products Ů Our products are the end result of our efforts, and they should be the best in serving customers worldwide. As our products are viewed, so are we viewed.

94 APPENDIX F. FORD MOTOR COMPANY

• Pro^ts Ů Pro^ts are the ultimate measure of how ef^ciently we proŋ vide customers with the best products for their needs. Pro^ts are required to survive and grow.

Guiding Principles

• Quality comes ^rst. To achieve customer satisfaction, the quality of our products and services must be our number one priority.

• Customers are the focus of everything we do. Our work must be done with our customers in mind, providing better products and services than our competition.

• Continuous improvement is essential to our success. We must strive for excellence in everything we do, in our products, in their safety and value, and in our services, our human relations, our competitiveness, and our pro^tability.

• Employee involvement is our way of life. We are a team. We must treat each other with trust and respect.

• Dealers and suppliers are our partners. The company must maintain mutually bene^cial relationships with dealers, suppliers, and our other business associates.

• Integrity is never compromised. The conduct of our company worldŋ wide must be pursued in a manner that is socially responsible and commands respect for its integrity and for its positive contributions to society. Our doors are open to men and women alike without discrimination and without regard to ethnic origin or personal beliefs.

Appendix G

Johnson & Johnson

Our Credo

We believe our ^rst responsibility is to the doctor, nurses and patients, to mothers and all others who use our products and services.

In meeting their needs everything we do must be of high quality.

We must constantly strive to reduce our costs in order to maintain reasonable prices.

Customers’ orders must be serviced promptly and accurately.

Our suppliers and distributors must have an opportunity to make a fair pro^t.

We are responsible to our employees, the men and women who work with us throughout the world.

Everyone must be considered as an individual. We must respect their dignity and recognize their merit.

They must have a sense of security in their jobs.

Compensation must be fair and adequate, and working conditions clean, orderly and safe.

We must be mindful of ways to help our employees ful^ll their family responsibilities.

Employees must feel free to make suggestions and complaints. There must be equal opportunity for employment, development and advancement for those quali^ed.

We must provide competent management,

96 APPENDIX G. JOHNSON & JOHNSON

and their actions must be just and ethical.

We are responsible to the communities in which we live and work and to the world community as well.

We must be good citizens ŋ support good works and charities and bear our fair share of taxes.

We must encourage civic improvements and better health and education. We must maintain in good order the property we are privileged to use, protecting the environment and natural resources.

Our ^nal responsibility is to our stockholders.

Business must make a sound pro^t. We must experiment with new ideas.

Research must be carried on, innovative programs developed and mistakes paid for.

New equipment must be purchased, new facilities provided and new products launched.

Reserves must be created to provide for adverse times.

When we operate according to these principles, the stockholders should realize a fair return.

Appendix H

Ukrop’s

Vision, Mission, and Shared Values

Vision

The vision of Ukrop’s is to be a worldŋclass provider of food and services.

Mission

The mission of Ukrop’s is to serve our customers and community ef^ciently and effectively while treating our customers, associates, and suppliers as we personally like to be treated. We will achieve pro^table growth and longŋterm ^nancial success while promoting an atmosphere of mutual trust, honesty and integrity.

Shared Values

We believe we can best ful^ll our vision and accomplish our mission by living these values daily:

• Superior Customer Service Ů resulting from great execution, a caring attitude, and a sense of urgency.

• Honesty and Fairness Ů acting openly, equitably and consistently in all we do.

98 APPENDIX H. UKROP’S • Superior Quality and Freshness Ů uncompromising in our commitŋ ment.

• Cost Consciousness Ů minimizing waste and vigorously pursuing continuous improvement, resulting in lower prices and greater values.

• Teamwork Ů coming together as a diverse workforce to achieve our shared vision.

• Atmosphere Ů fostering an environment that is safe, clean, challengŋ ing, and fun.

• Health and Fitness Ů strengthening our bodies for productive and creative minds.

• Competence Ů performing our jobs effectively and being informed and excited about our food and services.

• Lifelong Learning Ů seeking knowledge and enthusiastically sharing it with others • Quality of Life Ů committing to improving the lives of our families and wellŋbeing of our community

Appendix I

VCU Department of Psychology

Mission Statement

Vision

The Department of Psychology is a national leader promoting the underŋ standing of behavior through the integration of scholarly inquiry, teaching, and service. We promote an environment conducive to learning, with a special emphasis on applied societally relevant psychology.

We lead the way in improving the quality of life in society through the development of knowledge and technology, ^nding ways of addressing huŋ man problems, and educating people to be responsible citizens and effective leaders.

We achieve excellence by continually measuring our performance and productivity as scholars, teachers, contributors to society, and as a Departŋ ment, in order to effectively meet the changing needs of our customers, whether they be students, staff, faculty, the Commonwealth of Virginia, or society.

We are committed to create and enhance mechanisms for the recogniŋ tion of people’s work, and to provide access to growth and advancement for faculty, staff, and students. We advocate fair compensation, and see creative means of developing and managing compensations for our people and Department.

In all endeavors, we strive to use resources costŋeffectively so that we can best achieve this mission and the missions of the college of Humanities

100 APPENDIX I. VCU DEPARTMENT OF PSYCHOLOGY

and Sciences and of Virginia Commonwealth University.

Values

Our work is created with excellence, conceived in wisdom, and aimed at imŋ proving the quality of life. Our productivity is maintained in an environment of fairness, mutual respect, and enjoyment.

How we accomplish our mission is as important as the mission itself. Fundamental to the success of the Department are these basic values:

• Mutual Respect Ů We value and refuse to devalue other people, including our faculty, staff, students, members of our University comŋ munity, and all other constituents.

• Enjoyment Ů We strive to create an environment that we look forward to entering each day.

• Wisdom Ů We apply our knowledge and expertise with compassion and caring.

• Fairness Ů We treat others as we like to be treated, with trust and respect. We maintain clearly and equitable access to resources in the Department for faculty, staff, and students.

• Excellence Ů Creatively doing whatever we must and whatever we aim for, with an intent to improve continually, so we can affect others and be proud of what we have done.

• Improved Quality of Life Ů In order to make our increasingly diverse society better, we contribute knowledge, educate people, and work to solve human problems.

• Productivity Ů Teamwork and individual efforts are both parts of a productive environment. we value and support our own work and the work of others.

Appendix J

School of Allied Health Professions

MISSION

The School of Allied Health Professions serves as an international leader in the education of excellent, innovative, and responsible allied health profesŋ sionals. Educational formats that are technologically advanced and accessiŋ ble to students through onŋcampus and distance learning are emphasized. In addition, the School, responsive to the needs of society, promotes excellence in health care service, and encourages collaborative research that generates stateŋofŋtheŋart and specialized knowledge.

The School is an integral part of Virginia Commonwealth University and its Medical College of Virginia Campus. The School recognizes the importance of being accountable to the students and their families, the Comŋ monwealth, faculty, staff, alumni, and other benefactors by using resources effectively. Strong linkages with clinical educators, preceptors, and the community are essential to the success of the School.

The School fosters fair and equitable work responsibilities and compenŋ sation to faculty and staff. It nurtures continuous growth in their knowledge base and productivity. The School furnishes an accessible, secure, and pleasŋ ant physical setting that enhances the cohesion, interaction, and morale of the students, faculty, and staff.

The School serves and represents its member departments. It is organized in a decentralized structure that empowers the departments to achieve leadŋ

102 APPENDIX J. SCHOOL OF ALLIED HEALTH PROFESSIONS

ership in each of their respective disciplines. The School derives its strength from professional diversity that is based upon cooperative interdisciplinary education, research, and service.

In pursuit of this vision, the School emphasizes the following values:

• Accountability Ů We take responsibility for our attitudes, actions, and judgements.

• Cooperation Ů We collaborate through the practice of open commuŋ nication, trust, and respect.

• Dignity of the Individual Ů We respect the value and uniqueness of each individual.

• Enjoyment Ů We value internal wellŋbeing, creative enrichment, and a spirit of joyfulness.

• Excellence Ů We practice and promote the highest standard of quality performance and care of the individual.

• Ful^llment of Potential Ů We facilitate continual professional develŋ opment and personal growth.

• Innovation Ů We encourage and support creativity. • Integrity Ů We conduct ourselves in a forthright and honorable manner as demonstrated by actions that are hones and trustworthy.

Appendix K

Coastal Hospice

OUR MISSION

Coastal Hospice is a health care organization dedicated to preserving the dignity and quality of life. We offer both comprehensive hospice care for the terminally ill and selected home health services to residents of Maryland’s lower Eastern Shore. In addition to providing physical care, we promote the emotional and spiritual growth of patients, enabling them to live their lives to the fullest. Our mission includes education in the care of the terminally ill and support to the bereaved.

As responsible stewards we will use our resources effectively and producŋ tively, conscientiously preserving our assets. We will continually improve Coastal Hospice in order to meet our community’s changing needs with the highest quality, cost effective services. We will strive to exceed requirements for licensure, accreditation and other recognized professional standards.

We encourage pursuit of our ideals, professional development and teamŋ work. We value our associates and respect the service given to patients by staff, volunteers, attending physicians and all others who support Coastal Hospice.

OUR VALUES

• AFFIRMING LIFE. We believe that human life has inherent dignity and is worthy of celebration. We hope our patients will live life to its fullest. Coastal Hospice will neither hasten nor unduly postpone death

104 APPENDIX K. COASTAL HOSPICE

for those who are terminally ill. We will strive to alleviate pain, to proŋ vide physical comfort, to encourage emotional and spiritual growth, to foster reconciliation, and to enhance each patient’s relationship with others.

• RESPECT. We respect the dignity of all who serve and are served by Coastal Hospice. We honor each patient’s privacy and right to make decisions concerning treatment. We encourage each colleague’s professional development. We will foster a work environment charŋ acterized by effective teamwork, clear direction and recognition of individual contributions.

• COMPASSION. We will respond promptly with our presence to paŋ tients and families needing assurance, guidance, and relief from sufŋ fering. We encourage caring support, comfort, communication, unŋ derstanding, empathy and listening.

• TRUST. Trust is the bond which holds a community together; open and honest communication is essential for our work. Our patients and families have unique responsibilities and capabilities for providing care and we trust them to make good decisions. Reciprocally, we hope to deserve their trust and that of our community.

• COMMITMENT. We are committed to the highest standards of care and recognize that personal relationship with each patient this reŋ quires. We pledge to provide care regardless of a patient’s ability to pay. We will lead in educating others about hospice and home care. We will ful^ll our responsibilities to staff, volunteers, attending physicians, colleagues in health care, clergy, supporters, media, and the community at large.

• QUALITY. We will improve the quality of our services continually.

Each associate is a partner in fostering Coastal Hospice’s growth and development and is empowered to respond caringly to our patients and their families.

Appendix L

Bon Secours Health System

MISSION

Recognizing the dignity of all persons, we provide compassionate health care services contributing to the physical, social, emotional, and spiritual wellŋbeing of those we serve. We commit ourselves to help bring people to wholeness by:

• understanding and responding to health care needs (especially unmet needs).

• developing the potential of those who serve with us.

• advocating a just and equitable public health policy.

• modeling justice in the workplace.

Guided by our values and our responsibility to the communities we serve, we will achieve planned growth in response to community need, while continually improving our systems and services so as to become ever more faithful to our Mission.

VALUES

• Respect. We treat all people well because we believe each person has dignity.

106 APPENDIX L. BON SECOURS HEALTH SYSTEM • Justice. We support, protect and promote the rights of all individuals and have special concern for the poor.

• Integrity. We are honest in our dealings; our behavior is consistent with our thoughts, feelings and values.

• Stewardship. We use all of Bon Secours resources in a responsible way.

• Innovation. We look for new ways to meet people’s needs and imŋ prove our service.

• Compassion. We experience and express empathy with the life situŋ ations of others.

• Quality. We continuously improve our service through understanding and acting on the needs and expectations of being served.

• Growth. We strive to expand our services to meet new needs, and we promote the development of our coŋworkers.

Appendix M

Examples of Organizational Values

Here are some examples of organization values and their descriptions that you can use as a point of departure when you write your mission statement. They are included to help you understand what we mean by the notion of an organizational value. Use these as starting points only; always write your mission statement in your own words so that it describes the unique nature of your organization.

Accountability: Individual faculty, staff, and students are accountable to each other, the department Chair, the school, the university, and the larger society.

Accountability: We take responsibility for our attitudes, actions, and judgŋ ments.

Af^rming life: We believe that human life has inherent dignity and is worŋ thy of celebration. We hope our patients will live life to its fullest. Coastal Hospice will neither hasten nor unduly postpone death for those who are terminally ill. We will strive to alleviate pain, to proŋ vide physical comfort, to encourage emotional and spiritual growth, to foster reconciliation, and to enhance each patient’s relationship with others.

Ambition: We encourage our people to be ambitious in their pursuit of knowledge, and work toward advancement within the organization.

Anticipation: Anticipation of, and planning for the future health care needs of our service area, is important to our constituents.

Appreciation for resources: Company assets and ^nancial resources are investments in our future and receive our utmost respect.

Atmosphere: We will work to create an atmosphere within this plant that is safe, clean, challenging, and fun.

Attentiveness: We attend to the medical needs of the families of our active duty members, our retirees and their families, whenever we are able, for just as the family supports the force, so must we support the family.

Bravery: We admire those in our organization who have demonstrated bravery in the pursuit of their rescue efforts.

Caring: We care for all persons as unique human beings worthy of our courtesy, compassion and respect.

Caring: We will always have a caring and responsive attitude toward paŋ tients, their families and guests.

Choices: We pursue the highest ethical standards in our decisions and in our actions.

Christian identity: The Christian Identity of our work is paramount to the motivation of our mission.

Citizenship: We will support civic activities to improve the quality of life for our fellow man.

Collaboration: We work together in a spirit of teamwork to serve others.

Commitment: We are committed to the highest standards of care and recŋ ognize the personal relationship with each patient this requires. We pledge to provide care regardless of a patient’s ability to pay. We will lead in educating others about hospice and home care. We will ful^ll our responsibilities to staff, volunteers, attending physicians, colleagues in health care, clergy, supporters, media, and the commuŋ nity at large.

Communication: We will promote honest, current and continuous twoŋway communication throughout the organization.

Compassion: We will respond promptly with our presence to patients and families needing assurance, guidance, and relief from suffering. We encourage caring support, comfort, communication, understanding, empathy and listening.

Compassion: We enhance the dignity of all people by demonstrating care and respect.

Competence: We pursue excellence in our healing efforts.

Consistency: We will encourage a consistent level of excellent service to all our constituents.

Continuous improvement: We will promote continuous improvement in the quality of the work of faculty, staff, students, and alumni.

Continuous improvement: Continuous improvement is essential to our success. We must strive for excellence in everything we do: in our products, in their safety and valueŰand in our services, our human relations, our competitiveness, and our pro^tability.

Continuous improvement: We will continuously improve in all aspects of our enterprise.

Contribution: We empower each person to fully use gifts and talents, and hold each other accountable to the fullest extent.

Cooperation: We collaborate through the practice of open communication, trust, and respect.

Cost consciousness: We will minimize waste and vigorously pursue proŋ ductivity improvements

Creativity: We seek the best way to serve and to use the resources entrusted to us.

Customers: Customers are the focus of everything we doŰOur work must be done with our customers in mind, providing better products and services than our competition.

Dealers and suppliers as partners: The Company must maintain mutuŋ ally bene^cial relationships with dealers, suppliers, and our other business associates.

Dependability: We will be known as dependable dedicated providers of service to all our constituents.

Development: The development of each of our associates is key to the success of our customer service mission.

Dignity of the individual: We respect the value and uniqueness of each individual.

Diligence: We will be diligent in our effort to provide high quality at all times.

Diversity: Diversity is a strength upon which this organization is built. Ef^ciency: We will be ef^cient in the use of our resources. Employee involvement: Employee involvement is our way of lifeŰ We are a team, and we must treat each other with trust and respect.

Enjoyment: We strive to create an environment that we look forward to entering each day.

Enjoyment: We value internal well being, creative enrichment, and a spirit of joyfulness.

Ethical conduct: Ethical conduct is a way of life expected by all who work with our organization.

Excellence: We practice and promote the highest standard of quality perŋ formance and care of the individual.

Excellence: Superior quality in every task is our minimum standard.

Fair Return: We will provide a fair return to participants and support orŋ ganizations.

Fairness: We treat others as we like to be treated, with trust and respect.

We maintain clearly de^ned and equitable access to resources in the Department for faculty, staff, and students.

Fairness: We believe in fairness in matters of compensation, bene^ts, proŋ motion and tenure, scheduling, grading, resource allocation, and hanŋ dling disputes.

Faithfulness: We will be faithful to the commitment we have made for excellence in the provision of services and products.

Ful^llment of potential: We facilitate continual professional development and personal growth.

Growth and application of continuous quality improvement: Provide help and seek to in~uence business, educational and governmental entities in pursuit of continuous quality improvement.

Growth and development of people: Create an environment where in inŋ dividuals may grow through a process of reciprocal sharing of knowlŋ edge and experience.

Health and ^tness: Essential for productive and creative minds.

Honesty and fairness: Treating others as we personally would like to be treated.

Honesty and integrity: All business is conducted in a forthright and trustŋ worthy manner.

Improved quality of life: In order to make our increasingly diverse society better, we contribute knowledge, educate people, and work to solve human problems.

Improvement: We will improve the quality of life and respond to opportuŋ nities to improve the economic viability of the community.

Innovation: Innovation is the rule, not the exception. Creative and conŋ structive ideas are sought from all employees.

Innovation: We will identify opportunities arising from new human needs and new professional technologies and promptly assemble the talent and resources to exploit these opportunities. Our innovative capability is one of the foundations upon which our leadership capacity is built.

Innovation: We encourage and support creativity.

Integrity: Integrity is never compromised Ů The conduct of our Company worldwide must be pursued in a manner that is socially responsible and commands respect for its integrity and for its positive contribuŋ tions to society. Our doors are open to men and women like without discrimination and without regard to ethnic origin or personal beliefs.

Integrity: We conduct ourselves in a forthright and honorable manner as demonstrated by actions that are honest and trust worthy.

Justice: We will be just in our decisions and rewards.

Kindness: Kindness is a quality we look for in all our associates.

Leadership: We believe in leadership through excellence and will establish new directions by talent and example, in~uencing the behavior of other institutions.

Learning: We will build on our heritage of the Carnegie Plan and beŋ come the leading institution that combines ^rst rate research with outstanding undergraduate education through our focus on learning and problem solving.

Lifeŋlong learning: Life long learning is necessary for personal and career growth.

Longŋterm pro^tability and growth: This is a measure of success which associates share through bonuses and new opportunities.

Loyalty: Loyalty is shared. The individual is true to the organization and the organization is true to each person.

Mutual respect: We value and refuse to devalue other people, including our staff, faculty, students, members of our University community, and all other constituents.

People: Our people are the source of our strength. They provide our corŋ porate intelligence and determine our reputation and vitality. Involveŋ ment and teamwork are our core human values.

People: We believe in the fundamental respect and dignity for each indiŋ vidual with whom we have contact in the pursuit of our vision. Recŋ ognizing the contributions of our team members and providing them with opportunities for satisfying and ^nancially rewarding work with continuous opportunities for personal development and advancement. Our team’s ability to be open to new paradigms and our collective effectiveness to anticipate future technological and service needs of our customers.

People: People are our greatest asset. We could not function without our people; they are the keys to our organization’s success.

Personal development: Personal development is the foundation of our longŋterm ability to serve our customers well.

Productivity: Teamwork and individual efforts are both parts of a producŋ tive environment. We value and support our own work and the work of others.

Products: Our products are the end result of our efforts, and they should be the best in serving customers world wide. As our products are viewed, so are we viewed.

Pro^ts: Pro^ts are the ultimate measure of how ef^ciently we provide customers with the best products for their needs. Pro^ts are required to survive and grow.

Quality: We will improve the quality of our services continually.

Quality: We believe in a fundamental commitment to continuous improveŋ ment of our services, targeted to ultimately achieve customer delight.

Providing our customers with the highest ideals of timeliness, accuŋ racy, consistency and completeness in our work.

Quality: We will focus our energies on understanding the needs of the comŋ munities we serve while applying Quality principles to continuously improve our efforts in ful^lling these needs.

Quality of life: The quality of work life within this organization is a key factor.

Quality service: Our quality of service is consistently high.

Reliability: Reliability is the trademark of our service.

Respect: We respect the dignity of all who serve and are served by Coastal Hospice. We honor each patient’s privacy and right to make decisions concerning treatment. We encourage each colleague’s professional development. We will foster a work environment characterized by effective teamwork, clear direction and recognition of individual conŋ tributions.

Respect: We foster great respect for the dignity of each individual includŋ ing our employees, volunteers and medical staff and their individual commitment and contributions.

Respect for the individual: People are our most important asset. We strive to treat one another with dignity, respect and as a vital part of our organization.

Responsibility: We recognize the responsibility each of us has for our own actions.

Responsiveness: We will make every effort to be responsive to the needs of our students, faculty and employees.

Risk taking: We respect those in the organization who are innovative thoughtŋ ful risk takers.

Safety: Safety is one of our highest priorities to protect our employees and customers.

Service to our customers: Our customers are the only reason for our busiŋ ness. Meeting their needs is our most important concern.

Stability: We will aggressively work to provide stability and security to our staff.

Staff development: The development of our staff is the key to excellence.

Stewardship: We will be good stewards of the resources entrusted to our use.

Superior customer service: The result of great execution, a caring attitude, and a sense of urgency.

Superior customer service: Our purpose is to delight our customer.

Support: We support the combat readiness of the Navy and Marine Corps.

Teamwork: Where leadership and cooperation come together.

Teamwork: Teamwork binds us together. Pride in our accomplishments comes from cooperation among students, faculty, staff, and alumni.

Transcending disciplinary boundaries: We are a seamless university withŋ out traditional departmental boundaries.

Transfer to Society: We af^rm our responsibility to serve society through the transfer of technology, continuing education programs, public service and enrichment of the community through the arts.

Trust: Trust is the bond which holds a community together; open and honest communication is essential for our work. Our patients and families have unique responsibilities and capabilities for providing care and we trust them to make good decisions. Reciprocally, we hope to deserve their trust and that of our community.

Trust: We believe in a trust among team members that holds each member accountable. Earning trust by recognizing the appropriate priority of our customer’s needs while protecting the interest of the company and our customers.

Truth: Being truthful to our constituents is a value we never compromise. Understanding: Trying to understand the problems of our constituents is the only way we will learn to build solutions to their problems.

Value: The best combination of price and quality.

Value oriented management: We seek valueŋadded contributions from our managers and associates.

We care: We care for each other just as we care for our patients. This is the basis of the teamwork and trust that must exist for us to succeed.

Wisdom: We apply our knowledge and expertise with compassion and caring.

Witness to Gospel values: The Gospel values are an essential part of our mission.

Appendix N

The Group Interview

The group interview is a powerful and general way for a workshop or work group leader to get a group’s opinion on a collection of interview questions. In the context of developing mission statements, we use the group interview as a way to ask newly formed mission teams various questions about mission statements in general, their existing mission statements, and their feelings about developing a new mission statement. Section 6.2 gives examples of some of the questions we like to ask. However, in this section, we will describe the group interview in a general workshop or work group context.

The basic idea behind the group interview is to provide a structured way for group members to pair up and ask each other questions. Having the group members ask themselves the questions in this way has a number of bene^ts:

1. Active involvement: All participants are actively involved, reporting answers and asking questions. No one is able simply to sit back and listen. Everyone talking at once creates excitement and energy.

2. Anonymity: All answers are recorded anonymously so that each perŋ son’s opinions will be given equal consideration regardless of his or her role or position in the organization. It levels hierarchy and mixes "in groups" and "out groups." It is very effective with mixed groups (professionalŋlay, providerŋconsumer, adultŋjuvenile, etc.).

3. Candor: When people talk in pairs, they tend to be more open and honest. In larger groups they become overly concerned about what others think. Peer pressure and superiority cannot operate.

4. Informality: Participants have the opportunity to meet and talk priŋ vately with their colleagues, some of whom they may not have known. The exercise helps people get to know one another around a substantive exchange, rather than just names and positions.

5. Objectivity: The interviewer can only ask clarifying questions about his or her opinions and is not permitted to argue or contend responses. Likewise, the spokespersons in the group summaries are not allowed to let their own opinions in~uence their reporting. Thus, the design seeks objectivity as it casts the participants in the role of social scientists gathering data.

6. Involvement in analysis: Instead of outside experts analyzing data, participants experience the dif^culty of consolidating the data to a few key points and must confront the diversity of viewpoints.

7. Exposure to ideas: Participants ask questions, listen to responses rather than argue, ask more questions to fully understand answers, and when the data is fed back, become exposed to the opinions, percepŋ tions, and concerns of their peers. This enables them to relate their own ideas to those of their coŋworkers.

STEP 1: Develop the questions

The questions are usually developed beforehand, either from prior interviews with prospective participants or by workshop planners, to elicit information on questions of relevance to the goals of the workshop. A good interview question would require some thought and re~ection and direct the respondent to organize their experience into some useful categories. It is often helpful to ask for a speci^c number of ideas. Here are the types of workshop questions that might be posed.

1. Can you identify two or three ways in which your relationships with your superiors are similar to how you, in turn, relate to your subordiŋ nates? Can you identify several differences?

2. What are the three greatest barriers you face in your organization in getting one of your ideas accepted and implemented?

3. What are your goals and expectations for the workshop? What may inhibit you in achieving these goals?

4. What do you feel will be the greatest changes in your ^eld in the next twenty years?

As the questions illustrate, they can cover substantive ideas (4), workshop goals (3), management issues (1), or change issues (2). One concern should be to develop a set of questions of similar complexity so that they can be answered in the 3Ű5 minutes allotted. The set should explore different issues.

Experience has shown that 6 Ű 12 questions is appropriate, so that inŋ terviewing and reporting do not take too much time (1 1/2Ű2 hours). It is always helpful to have a few more questions than you plan to use, in case there are more participants than anticipated. However, as described in Step 3, the number you use depends on the size of the group.

STEP 2: Prepare the interview sheet

To prepare for the workshop, each question should be typed at the top of an interview sheet. One complete set of questions should be made for each interview line. The notion of an interview line is explained next in Step 3.

STEP 3: Design and run the group interview

A. Con�gure the interview lines

In a group interview, pairs of people sit across from each other at one or more tables. Each person is called an interviewer. The group of interviewers sitting on one side of a table is called an interview line. Each table has two lines. One line is designated the stationary line and the other line is designated the moving line (more on these in Step 3ŋC).

For example, suppose we have 20 interviewers sitting at 2 tables, with 5 per table side. Then we would say that we have 4 interview lines, each of size 5. On the other hand, if the 20 interviewers were sitting at one table, with 10 per side, then we would say we have 2 interview lines, each of size 10. The most dif^cult aspect of designing a group interview is matching the number of questions with the number and size of the interview lines. For groups divisible by 4, it is easy, as illustrated below:

Group size No. and size of interview line No. of questions 20 2 lines of 10 10 20 4 lines of 5 5 24 4 lines of 6 6 24 2 lines of 12 12 28 4 lines of 7 7 32 4 lines of 8 8 36 4 lines of 9 9

If you have an uneven number of group members, you can have each extra group member double up with an interviewer on one the stationary lines.

It is important to have the full group in attendance before starting. Someŋ times it is useful to begin with some other short activity Ů such as workshop goalŋsetting Ů to wait until all are there. It is a powerful beginning because once under way, people are involved in the interview until it is ^nished.

B. Distribute the question sheets

After the interview lines are formed and the interviewers are seated in their interview lines, pass out the question sheets, one per person so that each interview line has a full set of questions. Each interviewer gets exactly one question. The order that questions are handed out is not important.

C. Conduct the group interview

At this point you are ready to conduct the group interview:

1. Each interviewer should have exactly one question, and each interview line should have a full set of questions.

2. The next step is to start the group interviews. The interviewers in each stationary line should ask the person seated directly across from them the question on their interview sheet. Each person who is asked a question has about 1Ű2 minutes to answer the question. The person who asks the questions should write down a brief summary of the reply on their question sheet.

3. Next, repeat the process, with the people on the moving line asking the questions of their partners on the stationary line.

4. After about 5 minutes, the group leader should call everyone to attenŋ tion, and then ask the people in each moving line to stand up with their question sheet in hand, and rotate one chair to their left.

5. Repeat Steps 2 Ű 5 until the original partners are again facing each other across the table. At this point, the interviews are ^nished.

STEP 4: Analyze the data

After the group interview in Step 3 is ^nished, assemble an analysis team for each question. The analysis team for a particular question consists of all the interviewers who were responsible for asking that question. For example, if the group interview had ^ve questions, then all the people responsible for asking the ^rst question would gather in some part of the room. Similarly for the other four questions.

Each analysis team should select a team leader and a recorder. Each team should then produce a brief written report that summarizes all the responses to their team’s question. The idea is to identify and summarize the key themes in the responses. Do not, under any circumstances, identify the source or sources of any responses. Responses must be anonymous for the group interview to work.

STEP 5: Report

When the analysis teams have ^nished, reassemble the entire group. The team leaders for each analysis team gives a brief report (2Ű3 minutes) on the ^ndings of the team. Questions and comments can be taken after each report.

The workshop leader should make arrangements to have the reports from the analysis team written up so that there is a record of the reports and so that follow up can be encouraged. Be sure to thank everyone involved, and then close the group interview.

Appendix O

About the Authors

RICHARD O’HALLARON

Richard O’Hallaron is a former Af^liate Professor at the Medical College of VA, Virginia Commonwealth University, Richmond, VA. He has also served on the faculty at Washington University in St. Louis, Missouri. He is a Life Fellow in the American College of Healthcare Executives, as well as a Life Fellow in the American Academy of Healthcare Administrators.

Richard received his BS and MHA from St. Louis University in St. Louis, Missouri. Since 1958 he has published over 30 articles in local, national and international publications focusing on a range of subjects such as ethics, marketing, quality improvement and organizational mission. He has served on local, national and international boards, and has been recognized for a number of innovative achievements. He spent 30 years as a senior healthcare executive, serving as an assistant, associate, CEO, regional vice president, and system vice president of development, before retiring in 1988. Since then he has taught business management and strategic planning at MCV. He also runs a consulting business called Mission Incorporated, which focuses on helping organizations articulate their mission and values, as well as managing these issues. Richard has lectured throughout the U.S., the Far East, and Great Britain, with a particular interest in and recognized as an expert on the subject of organizational mission and values. Richard and his wife Phyllis have seven children and have been married for 45 years. For more information, please see www.erols.com/rdoh.

124 APPENDIX O. ABOUT THE AUTHORS

DAVID O’HALLARON

David O’Hallaron is an Associate Professor of Computer Science and Elecŋ trical and Computer Engineering at Carnegie Mellon University, Pittsburgh, PA. While at Carnegie Mellon, David has lead groups that developed the iWarp parallel computer system with Intel and the Fx parallelizing compiler. He currently leads a group that is using parallel computer systems to model the ground motion of the LA basin during strong earthquakes. In 1997, his ^rst Ph.D. student won the CMU School of Computer Science Distinguished Dissertation Award. In 1998 he was awarded the Alan Newell Award for Research Excellence by the Carnegie Mellon School of Computer Science for his work with the Quake project. David has published over 40 research articles, edited volumes for SpringerŋVerlag and IOSPress, and coauthored a 1998 book about the iWarp project for MIT Press. David, his wife Helen, and four sons live in Pittsburgh, PA. For more information, please see www.cs.cmu.edu/∼droh.

Bibliography

[1] ABRAHMS, J. The Mission Statement Book: 301 Corporate Mission Statements from America’s Top Companies. 10 Speed Press, Berkeley, CA, 1995.

[2] CAMPBELL, A. What is business for? Strategic Planning Society News (November 1988).

[3] CAMPBELL, A., DEVINE, M., AND YOUNG, D. A Sense of Mission.

Hutchinson Business Books Limited, London, England, 1990.

[4] CAMPBELL, A., AND NASH, L. L. A Sense of Mission. AddisonŋWesley, Reading, MA, 1992.

[5] CAMPBELL, A., AND TAWADEY, K. Mission and Business Philosophy.

ButterworthŋHeinemann Ltd., Oxford, England, 1992.

[6] CAMPBELL, A., AND YEUNG, S. Missionaries of the corporate culture.

Management Consultancy (November 1990), 46Ű47.

[7] COLLINS, J. C., AND PORRAS, J. I. Built to Last, Successful Habits of Visionary Companies. HarperCollins, New York, NY, 97.

[8] COVEY, S. R. The 7 Habits of Highly Effective People. Simon & Schuster, New York, NY, 1990.

[9] DENISON, D. R. Corporate Culture and Organizational Effectiveness.

John Wiley & Sons, New York, NY, 1990.

[10] FALSEY, T. Corporate Philosophies and Mission Statements. Greenŋ wood Publishing Company, Westport, CT, 1989.

[11] FOSTER, T. R. 101 Great Mission Statements. Kogan Page Limited, London, England, 1995.

[12] GAST, W. F. Principles of Business Management. St. Louis University, St. Louis, MO, 1953. unpublished course notes.

[13] HARMON, W. W. Global Mind Change: The Promise of the Last Years of the Twentieth Century, 1988. Knowledge Systems Institute, Skokie, IL, 1988.

[14] HASCHAK, P. G. Corporate Statements: The Of^cial Missions, Goals, Principles and Philosophies of Over 900 Companies. McFarland & Company, Jefferson, NC, 1998.

[15] JONES, L. B. The Path. Hyperion, New York, NY, 1996.

[16] JONES, P., AND KAHANER, L. Say It and Live It: The 50 Corporate Mission Statements That Hit The Mark. Currency Doubleday, New York, NY, 1995.

[17] KANTER, R. M. Change Masters. Simon & Schuster, New York, NY, 1983.

[18] KOBAYASHE, S. Creative Management. American Management Assoŋ ciation, Inc., New York, NY, 1971.

[19] KOCH, R., AND CAMPBELL, A. Wake Up and Shake up Your Company.

TransŋAtlantic Publications, Inc., Philadelphia, PA, 1993.

[20] LEVERING, R. A great place to work. Random House, Toronto, Canada, 1988.

[21] MCCOY, C. S. Management of Values. Pitman Publishing Inc., Marshŋ ^eld, MA, 1985.

[22] MCDERMOT, D. R., URBAN, D. J., AND O’HALLARON, R. D. Deŋ veloping and managing a mission statement: A study of marketing departments. Journal of Marketing Education 18, 1 (Spring 1996).

[23] PALUBIAK, R. C. Corporate Mission: Think Mission Before Comŋ mission. Business Persons Hand Book Volume 4. Optima Consulting Group, St. Louis, MO, 1998.

[24] PETERSEN, D. E., AND HILLKIRT, J. A Better Idea. Houghton Mif~in Company, Boston, MA, 1991.

[25] Speed of Ford’s comeback surprised even the CEO. St. Louis Post Dispatch, Sunday, October 22, Page 12E, Business Section 1989.

[26] REED, S., DAWLEY, H., AND ROSANT, J. British Airways sure isn’t coasting. Business Week (September 30 1996), 52.

[27] SATHE, V. Implications of corporate culture: A manager’s guide to action,. Organizational Dynamics, Periodical Division of the American Management Association, 1601 Broadway, New York, N.Y. (Autumn 1983).

[28] SCOTT, C., TOBR, G., AND JAFFE, D. Organizational Vision Values and Mission. Crisp Publications, Menlo Park, CA, 1993.

[29] WALTON, M. The Deming Management Method. Perigee Books, New York, NY, 1986.