Organization Diagnosis, Design, and Transformation

PRO-TEC Coating Company
Leadership System

In the PRO-TEC organization, senior leadership is defined as the President and his or her direct reports.
Eight leaders represent this senior Leadership Team. The PRO-TEC Coating Company leadership
system is used throughout the organization as the fundamental model for their ORA-based (Ownership,
Responsibility, Accountability) leadership process. Leaders use the six disciplines of the leadership
model to guide and sustain the organization. This supports strategic planning, alignment of goals and
objectives, deployment, measurement, and communication in the culture of self-directed work teams.
Mission, vision, values, and strategic position have been set by the Leadership Team as a foundation,
and they are reviewed and renewed annually.
Mission, strategic position, and vision. A diverse multi-disciplined group created the mission statement in
2002. It has become embedded into the culture. The mission is on the business cards, is displayed
prominently throughout the PRO-TEC facility, is included in most printed material, and is very much a part
of the character of the company. The mission statement and strategic position (core competency) are
used to cast a very general and long-term view of where the company is headed and what we believe.
The vision statement is more specific and is used by senior leadership to communicate to all stakeholders
a more concrete picture of what the company will look like in ten years in pursuit of the mission and
strategic position. Frequently the senior leaders refer to the mission and vision when explaining decisions
and direction. When tactical decisions must be made, it is common for a leader to ask, “What do the
mission and vision say?”
The Leadership Team has identified as a priority the safety and wellness of the Associates and all
stakeholders. This priority is communicated to everyone in the six key success factors under “Associate
Quality of Life.” The hierarchy of priorities (Integrated Contingency Plan) lists preservation of human life
and safety as the first priority, and the President, through every communication method, identifies safety
as a key focus. Two-way safety communication is systematically encouraged, documented, and tracked
within PRO-TEC through communication meetings, Associate satisfaction surveys, safety audits, and
anonymous e-mail feedback tools offering direct communication to the President and Human Resources
Manager.
In the culture of self-directed work teams, it is essential that every Associate be a leader. Therefore, the
core values were created to support defined leadership behaviors. Senior leaders conduct annual
workshops within their areas of responsibility to align and integrate goals and renew commitment to
mission, vision, values, and strategic position. These workshops conducted in individual areas of
responsibility achieve two-way communication and alignment. Senior leaders demonstrate commitment to
organizational values through their personal actions by aligning the outcomes of these individual
workshops to the annual strategic planning activity.
The Leadership Team uses the leadership system
to create a sustainable organization at all levels. The leadership system identifies mission, strategic
position, core values, stakeholders, and the six disciplines leadership cycle.
The leadership system begins with “Deciding What’s Important” so that every Associate understands
and connects with the direction. This is accomplished by leaders identifying and supporting projects that
are strategic to the success of the company. Leaders revise and recommit to the mission, vision, core
values, and strategic position in step 1 of the leadership system. Through performance reviews we
ensure that deployment of these initiatives is a part of each Associate’s ORA.
“Set Goals That Lead” defines goals and initiatives that lead Associates to take actions that align with
“what’s important” to the organization. Through annual SWOT activity in step 6 of the leadership system,
objectives aligned to the key success factors are evaluated and reset. We then define measures and
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targets, build consensus around these objectives, seek input from Associates on direction, and finalize
the direction.
“Align Systems” is an effort to have every Associate’s work aligned and integrated to meet the goals of
the company. We seek to have every Associate understand their role as related to the role of others and
demonstrate leadership in a commitment to achieving the company goals. To ensure that this alignment
is accomplished, goals are communicated to all Associates through quarterly communication meetings,
printed newsletters, and intranet objective and performance updates. All Associates are welcomed and
encouraged to attend Leadership Team meetings. These Monday, Wednesday, and Friday meetings
(and monthly plant management meetings) focus on communication, alignment, integration, and oversight
and are well attended by Associates from throughout the organization. Figure 1.1-2 shows this
communication and oversight tool. There is structure to these activities that ensures communication of
goals, measurement to the balanced scorecard, corrective action implementation, follow-up, and
communication of tactical initiatives. We believe that Associates at every level practicing ORA within the
structure of this leadership review process is a very tangible measure of understanding, two-way
communication, and effectiveness of the efforts to align systems and resources.
PRO-TEC Leadership System

Leaders sustain the organization on a daily basis by “Working the Plan.” This simply stated means,
“achieve your goals.” The desire is to have every Associate connect what he or she does on a daily basis
to the goals of the company. To ensure that we accomplish this, the strategic plan is implemented and
tracked and results are communicated on a regular basis. We strive to create an environment that fosters
involvement, participation, and ownership of the plan by communicating the goals and identifying the
linkage between goals and individual Associate activities. When the scorecard indicates that objectives
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are not being met, corrective action is implemented that often requires the deployment of additional
resources. When impacted by both external and internal conditions, the plan is adapted and realigned.
Senior leaders have established an environment for continuous improvement and Associate learning,
“Innovate Purposefully.” While working the plan on a daily basis, we attempt to tap every Associate’s
creative ability to achieve continuous improvement and organizational excellence. We achieve this by
creating an atmosphere that encourages continuous improvement and change. We provide information
and business knowledge to understand opportunities for improvement. Leaders make the linkage
between the agility and innovation in developing new products and processes to the success and longterm viability of the company. Specific job-related training and a strong emphasis and support for formal
continuing education clearly demonstrates leaders’ commitment to foster human potential.
Senior leaders personally update the succession plan annually for the highest levels. Leaders throughout
the organization support and drive I-to-I, the formal continuous improvement process. Commitment to
continuous improvement, personal development, and performance excellence are emphasized and
reinforced by performance reviews and the internal job selection processes.
In “Step Back,” senior leaders commit to annual reassessment of external and internal factors
that are essential for setting direction for the company. They promote broad involvement from the
organization in gathering information and processing this information for the purpose of “Deciding What’s
Important.” Leaders ensure that these important activities occur by committing to the cycle of
improvement strategic planning process (Figure 2.1-1). Leaders conduct annual SWOT
analysis in functional areas feeding into a consolidated SWOT analysis for the purpose of annual
strategic planning. Leaders encourage the organization to pursue continuous and breakthrough
improvement initiatives to enhance the impact of the SWOT analysis effort. Leaders
model desired behavior by taking on challenging tasks and committing themselves to continuous
improvement.
Reasonable risks are taken in setting stretch targets and working toward the achievement of these
targets. Leaders benchmark other excellent organizations and “steal” ideas that will improve our
organization. The balanced scorecard (BSC) provides senior leaders a method to review key measures
on a regular basis. The performance measures are determined through the strategic planning process,
communicated to the workforce and stakeholders, and reviewed monthly using the green, yellow, red
designation for compliance. At risk BSC measures require action, and the action is monitored through a
formal management review process at the monthly plant management meeting. These same metrics are
reported monthly and reviewed three times a year with our parent companies at Management Committee
meetings.
Value creation for customers and stakeholders is a component of the consolidated SWOT activity. In
“Step Back” of the leadership system, the integration of insights from the SWOT analysis into the strategic
plan are essential for prioritization of the many planning initiatives. This prioritization through consensus
building creates a manageable set of objectives that are best aligned with our mission, vision, values, and
company goals. Senior leaders personally update the succession plan annually for the highest levels of
the organization. This is performed in unison with the joint venture partners (pp. 108-111).
About PRO-TEC
PRO-TEC is a small business centrally located to the American automotive industry in northwest Ohio,
PRO-TEC Coating Company (PRO-TEC) provides world-class coated sheet steel products and services
primarily to the quality-critical automotive market.
PRO-TEC was established as a 50/50 joint venture partnership in 1990 by two global leaders in steel
technology – U.S. Steel Corporation (USS) and KOBE Steel (KOBE) of Japan. The partnership
agreement was designed to ensure organizational sustainability with an assured substrate (raw material)
supply from USS as well as ‘shared services’ type of external support services. Finally, USS provides the
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interface to the final customer (supported by PRO-TEC, particularly where there is a processing or
technical issue).
This model has allowed all participants to leverage their strengths. For example, KOBE is a world leader
in advanced steel technology and processing requirements, USS is a product and technology leader
within the United States, and has a marketing presence throughout North America, and PRO-TEC is a
leader in process control, and innovative approaches to bringing new products to market. In many ways,
this partnership is viewed as a global alliance which is a model for many future organizations (pp. 29-30).
PRO-TEC is a 2007 Malcolm Baldrige National Quality Award Recipient
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