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w.L Qore—Culture of Innovation
(EXHIBIT 5/

~ Setup for Success

i

Source: Case writer, adapted from Kelly.

were regularly cautioned against overextending themselves,
and associates could reject any request. But once someone
said, “I will do this,” it was considered a near-sacred oath.
Projects and teams were not formed by assignment;
rather, a product or project concept was usually formed by
an individual, who garnered support to move forward. As
the project progressed, project founders—not managers—
‘had 10 sell their idea to other associates who they felt had
the necessary technical, market, and organizational skills
_ to advance the project. :
Objectives were set by those who made them happen.

- This strategy was based on the belief that associates who
were allowed to choose which projects to sponsor—by
committing their resources—would more likely be moti-
vated, because they would choose projects they lmliimpq 1

- in and felt they had an ownership stake in their success,
Further, small teams with highly motivated associates su -
porting a project or product concept were more likely to
succeed, because they believed in what they were doing.

‘Exhibit § highlights this link between associate engage-
. mentautonomous teams, and business success.
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over and over for subsequent projects. The composition of
teams was opportunity driven—each one required different
types of people with different kinds of expertise.

Anyone Can Be an Innovator: Nerds
Are Mavericks .
All associates were given free dabble time. They could spend
up to 10 percent of their work hours in pursuing their own
purpose.* When associates joined Gore, they wouldn’t have
endless freedom; rather, the dabble time had to be earned.?
‘Associates competed for the discretionary time of other
talented individuals who were keen to work on something
- new and exciting and be part of promising projects.
Assembling a sclf-motivated team to work on a new idea

 was, according to Kelly, *a process of giving away ownership
 of the idea to people who want to contribute. The project

won' go anywhere if you don't et peopl run with ™8

 As an instance, Dave Myers, an engineer who was
principally developing cardiac implants for Gore’s medical
products division, used the Gore-Tex polymer to coat his
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Product Mix: Core Technology as a Common Link

integrative Case 1.0

Core Technology

ePTFE

Fluoropolymers

. Source: Case writer, adapted from Kelly.

That in turn led to improving the strings that controlled
large puppets at Walt Disney World theme parks and
Chuck E. Cheese’s restaurants.*” Impressed with the results,
Myers continued his experimentation with the concept. He

thought that such a coating could be ideal for guitar strings,

as it would prevent skin oil buildup on the string and help
retain its tonal qualities. Gore’s absence from the music

uld hold the tone three times longer than traditional

d1 Bqtmetphams refused to carry Gore’s $15 Elixir gui-

I ‘as:.pnced nearly four times more than the
n the
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year.*? The artists were hooked and Elixir quickly became the

- leading brand of acoustic guitar strings in the United States.®

At any given time, Gore had hundreds of projects at
various stages of development.®* While this proliferation
could be perceived as chaotic, there was discipline behind it.
First, most of the opportunities were clearly rooted in Gore’s

 deep knowledge and mastery in ePTFE. Apphcattons and
industry and Myers’s lack of expertise with guitars did
‘not prevent Myers from spending his dabble time working
on the guitar project. Instead, he sought voluntem wnth‘ i
knowledge of guitars to help with the R&D.% !
 He was joined by Chuck Hebestreit, an engineer and
a guitarist, and later by John Spencer, a musician himself.
| Together, they convinced six other associates to help with the
prmea.51 After three years of informal experimentation, the
| team thought they had hit a home run with a guitar string

adjacencies were explored and filtered using this technology
most all of Gore's thousands of products were
based ¢ on just that one very wrsanle polnymer (Exhibit 6).
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