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So, according to Terri Kelly, premdent and CEOQ, p

manuals were quite useless, since every situation Was  didate’s fit with the values and the culture, rather rl‘iam |

different, and they took judgment away from 1ndw11duwls
Gore's associates had the freedom to analyze and come up
with their own conclusion as to the best way to deal with
different situations. Rather than providing a playbook,
the firm used a set of four guiding principles, originally
articulated by Bill Gore, to help associates with their
decisions and behaviors:

¢ Freedom: The company was designed to be an
organization in which associates can achieve their own
goals best by directing their efforts toward the success of
the corporation; action is prized; ideas are encouraged;
and making mistakes is viewed as part of the creative
process. We define freedom as being empowered to
encourage each other to grow in knowledge, skill, scope
of !BSPODSlbﬂltY, and range of activities. We believe
that associates will exceed expectations when given the
freedom to do so.

» Fairness: Everyone at Gore sincerely tries to be fair
with each other, our suppliers, our customers, and any-
one else with whom we do business.

. Comn‘utment We are not assigned tasks; rather, we
each make our own commitrhents and keep them. ‘
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Hiring was considered a “waterline” dccmﬁmm‘ “ Hnﬁ};
didmtm were interviewed by a hmacﬁ and diverse team.
The hiring process was heavily mlghted townrd\ a can- i

~ merely a technical fit. Gore hired fiercely motivated peo-
ple who were able to take initiative, felt free to pursue i
ideas on their own, communicated effectively, built their
own networks, and collaborated to create innovative
products, Gore cherished the notion of “natural lcadcp
ship.”3?

Natural leadership was defined by followersh:p '
It was not possible to be a leader at Gore unless you
had follo wers No one started as a leader at Gore.
Lea(ﬁ%rsh p was earned over time. Most often, leaders
emeﬂged atul pmr by demonstrating special knowledge,
skill, or ::xpuTwﬂm t:hat advanccd business objectives. A
leader had to keep rg«eammg the respect at every step,
because mama‘h‘ d the liberty to fire their chief at any
time. ‘“W@ vot 1with our feet,” [said] Rich Buckmgham,
a manufactur, ing leader in Gore’s technical fabrics Broup.
“If you ?Il a mwecthg, and people show up, you're a
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a label was free to use thwc war& “leadcr on his or her
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Kelly’s path to becoming CEO, one of the very few
titles at Gore, reflects the company’s overall approach to
' leadership.?” In 1983, Kelly joined Gore as a process engi-

neer. During her early years at Gore, she focused on gaining
experience as a product specialist with the then-small mili-
tary fabrics business unit. She later led the unit and helped
it grow into a leading producer of protective products for
the armed forces globally. In 1998, Kelly gained recogni-
tion as part of the leadership team for the global Fabrics
Division and helped establish Gore’s first Asian fabrics
manufacturing plant, in Shenzhen, China. Concurrently
serving on the Enterprise Operations Committee, she also
contributed to guiding the company’s strategic direction,3®
In 2005, when Chuck Carroll retired as CEO, the manage-
ment asked associates to choose someone they would be
_ willing to follow. They weren’t given a predefined list of
names and were free to choose anypne. As Kelly recalled,
“To my surprise, it was me.”%

Every associate had a personal sponsor, someone who
had voluntarily made a commitment to the associate’s
development, maximizing his or her contribution to the

. organization.®® All understood that their job was to make
everyone else successful.*! The sponsors helped newcom-
ers with their commitments and in fulfilling what it would
take to deliver on them. They guided new recruits in find-
ing a good fit between their skills and the needs of a par-
ticular team. During the first few months, a new associate
was likely to experience different teams and be audited for
a role. As the associates’ commitments and needs changed,
they or their sponsors were free to determine whether
changes were needed, or even a new sponsor. Similarly,
teams could choose whether they wanted to adopt a new

- member.*? So, if an associate had difficulties finding a
Sponsor or a team, it was a strong indication that the asso-
ciate would not be a good fit at Gore.**

One of the primary responsibilities of a sponsor, as a
positive advocate, was to collect 360-degree information and
feedback regarding the associate’s personal development.
‘This information, gathered from peers and leaders, was then

shared with the appropriate compensation committee. Most

sponsors were responsible for about five to seven associates.
Leaders at Gore had four overarching requirements, cen-
tered on “living the culture” (see also Exhibit4). .‘i}
Leading Self—Be introspective, detérmiqc yoﬁf c‘apab Litm,

how your actions could impact the enterprise. |
Getting it done—Be capable of doing the work, mﬂucﬂcxrﬂ
others to get the necessary work done in an a‘ppml?ri

amount of time, = ;
Shaping the vision—This differentiates a “Leader”

» |

“Associate,” the ability to shape or define the vision, |

- Leading others—One cannot go it alone and then have the

 ability to influence others to complete the tasks. =~

| Living the fultum#ﬁid the leader uphold the values of
culture in the process of getting their work done?t
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Integrative Case 1.0

Leadership Expectations

Source: Case writer, adapted from Kelly.

While these requirements described what was expected,
certain behaviors did not fit with the culture. Self-promo-
tion, being a “know-it-all,” declaring, “I am an expert,” and
displaying a lone ranger*S type of behavior were disdained
at Gore. It would be evident when an associate did not
exhibit the behaviors consistent with the culture. When this
happened, the associate’s sponsors and mentors would try to
work with the individual to create an action plan to correct
these behaviors; otherwise, the parties would look at ather
options—including voluntary or involuntary termination.

Only Commitments, No Assignments

Associates were responsible for managing their own work-
load and would be accountable to others on their team. Only
the associate could make a commitment to do something—a
task, a project, or a new role. Once the commitment was
made, the associate was expected to meet it. New associates
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i Mph#‘”#d from Kelly, “Nurturing a Vibrant Culture.”

il : u.:m‘m jargon for going it alone on decisions rather than consulting and
including athers in setting priorities and objectives. The term is based on

# Betional cl‘;arnam of radio and television shows, although the business
ippnnnmtioq‘ is a reductionist version of the character’s ethic. See hetpat
en.wxhpednaorg/wuklILone,,Ranger
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