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Leadership DNA:
The Ford Motor Story

e live in extraordinary times. Not a day goes by
when we don’t hear or read about a new dis-
covery, invention, or business initiative that
will ultimately affect all of our lives. New me-
dia are transforming virtually every aspect of
human action. On top of the digital revolution, add new business
models, globalization, and new labor market dynamics (such as
increased diversity and fresh attitudes about work and one’s per-
sonal life) and you have a different world than business leaders
have ever seen before.

The underlying structure of the global economy is shifting,
bringing with it a bewildering array of unprecedented challenges
that require a new kind of leadership. Developing the next genera-
tion of leaders at a time of momentous change is a monumental
task. Yet, those of us in the field of leadership development must
continue to ask fundamental questions:

o How can we accelerate the identification of candidates for
leadership positions?

0 What methods should we use to enable our people to become
competitive in the new economy?

By Stewart D. Friedman

Ford Motor Company created transformational leaders to
change itself, and possibly to make a difference in the world.

lllustration by Jim Frazier

® A consumer mindset
and environmental and
social responsibility re-
quire leaders who can
make informed busines:
decisions and honor
commitments to the
world in which we live.
@ Ford's leadership pro
grams center around
adopting the core princi
ples of transformational
mindset, using action
learning, leveraging
e-tools, integrating work
and life, and generating
business impact—an
approach called “total
leadership.”

® Success as a leader
depends on more than
delivering results; it re-
quires an ability to conti
ually strengthen workin
alliances and a willing-
ness to test new ideas.
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0 How can we challenge our leaders to
contribute to the transformation of our
company?

0 How can we accelerate the prepara-
tion of our best leaders for senior execu-
tive roles?

0 How can we drive our company’s vi-
sion deep into its culture?

o How can we create a new leadership
mindset that invests in the developing
leader as a whole person, capable of con-
tributing not only at work, but also at
home and in the community?

Ford Motor Company is facing those
same questions; senior management has
set the direction. In our 2000 Corporate
Citizenship Report, chairman William
Clay Ford Jr. writes:

“We see no conflict between business
goals and social and environmental
needs. I believe the distinction between a
good company and a great one is this: A
good company delivers excellent prod-
ucts and services; a great one delivers ex-
cellent products and services and strives
to make the world a better place.”

In the same report, our CEO Jacques
Nasser observes:

“The transition from a traditional
manufacturer to a 215L-century consumer
company is critical for our long-term
financial success. It requires a new
mindset—one focused on connecting not
only with our customers, but also with all
of our stakeholders to make it work.”

The DNA revolution

Adopting a consumer mindset as well as
one of environmental and social respon-
sibility requires leadership. We need
leaders who can make informed business
decisions that will make our company
better able to meet customer needs and
increase shareholder value, as well as
honor commitments to the world in
which we live. Change like that is easy to
talk about but difficult to implement. It
will take nothing less than a massive shift
in culture to create new leadership DNA.
Nothing short of revolution will do.

And that is where our Leadership De-
velopment Center enters. Our vision is to
be the center for the revolution, develop-
ing Ford Motor Company leaders to
change the world. Our mission is to ac-
celerate transformation to a consumer-
and shareholder-driven business, to ac-
celerate the identification and develop-
ment of leadership talent, and to drive the
company’s mission, vision, and values
deep into its culture.

How can we do that? We’ve devel-
oped a series of leadership programs cen-
tered around these core principles:
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o Adopt a transformational mindset.

0 Use action learning—Ilearning by do-
ing, leading, and teaching.

o Leverage the power of e-tools.

o Integrate work and life, what I call
“total leadership.”

o Generate business impact.

Let’s examine the first two in depth

and the others later on.
Adopt a transformational mindset.
The chief way that Ford’s Leadership
Development Center is fomenting revo-
lution is by creating transformational
leaders—men and women who know
how to get things done in ways that use
the talents of their people for maximum
business impact. Our leaders also learn to
think “outside of the box” because our
programs force them out of their comfort
zones in everything from selecting a pro-
ject to working with new people. Partici-
pants return to their positions enthused
and ready to look at familiar challenges
with fresh eyes and to try new ideas that
deliver results.

We nurture the transformational
mindset by consistently challenging par-
ticipants to think of alternative possibili-
ties. That push really begins before
participants start the training. The work-
load of most programs isn’t light, and the
real work isn’t done in the classroom but
in the field of real business activity. Par-
ticipants are expected to do work prior to
the classroom phase—mainly, to choose
a project and research feasibility. They
must devise innovative ways to balance
their usual workloads and assume re-
sponsibility for meeting program re-
quirements. The challenge is to find ways
to eliminate unnecessary tasks and obtain
help. Many participants learn to empow-
er their staff and to network with peers to
delegate their day-to-day responsibilities.
In itself, that is a significant opportunity
for leadership lessons.

Transformational leadership at Ford is
underscored, as reflected in our expected
leadership behaviors, by these values: in-
tegrity, flawless execution, and the build-
ing of effective relationships with key
stakeholders. In other words, while we’re
asking our people to think and behave
differently, we are mindful of our compa-
ny’s culture and respectful of its rich cul-
tural values.

Another aspect of the transformation-
al mindset is the growing need to recog-
nize the triple bottom line of financial
success, environmental protection, and
social responsibility. Our programs have
community service aspects that serve to
put our work as a company in the per-
spective of the larger social context in

which we operate, and to which we must
contribute. There is a growing realization
that a company such as ours (indeed,
most companies for that matter) can’t
continue with traditional business mo’
els into the 215t century. We're activa
incorporating renewable resource tech-
nologies and developing alternatives to
the internal combustion engine, for ex-
ample. Such bold actions require equally
bold leaders to implement them. Success
in the new century requires the transfor-
mational mindset, one found in our new
leadership DNA.

Use action learning. All of our pro-
grams feature action learning. Partici-
pants work individually or in teams with
leaders at all levels on projects that chal-
lenge them to expand their creative abili-
ties and refine their critical-thinking and
execution skills—all in order to drive for
improved business results.

Participants receive extensive feed-
back from multiple sources that enables
them to improve and refine their leader-
ship abilities. In addition, alumni of our
programs serve as leader-teachers—a
practice that helps participants and the
instructor grow and develop new capaci-
ties for leadership. It’s also a critical fea-
ture of our strategy to “spread the word.”

Action learning creates business im- __
pact. The projects participants choos 3
must have a business benefit in terms or’j
customer satisfaction, cost reduction, or
enhanced revenue. One of the most no-
table examples is the QIP—the Quantum
Idea Project. It’s the key to our New
Business Leader program for first-time
supervisors of salaried employees. The
QIP, intended to drive revolutionary
change at Ford, stretches an individual’s
capacity to think critically, innovate dar-
ingly, evaluate choices strategically, and
support business objectives wisely. In the
process, a manager begins to develop
leadership skills that he or she can use
every day.

The QIP process is organized accord-
ing to key milestones, checkoffs, and
evaluation processes inherent to a pro-
ject. Biweekly, participants undergo a cy-
cle of review that occurs in teams with a
peer serving as co-strategist or advisor.
Review also happens online on
password-protected Websites. During
these reviews, participants rate their pro-
jects as green (good to go), yellow (not
quite sure), or red (stuck). Then, they re-
ceive feedback and support on how te -
maintain momentum and progress to \//
wards their goals.

Additionally, our programs instill a
sense of accountability. Participants are



evaluated on the outcome of their pro-
jects and how well they performed as
leaders. For example, how did they inter-
act with their peers? Did they network
successfully? Did they learn new ways of
doing things?

Success as a leader depends on more
than delivering results; it requires an
ability to continually strengthen working
alliances and a willingness to test new
ideas. The feedback participants receive
from multiple sources such as peers,
clients, and supervisors adds to their
sense of accountability. The feedback al-
so becomes instructive in the develop-
ment of a person’s leadership style and
capacity.

Four-five punch

At present, the Leadership Development
Center at Ford Motor Company offers
nine programs—four core and five strate-
gic change initiatives.

The four core programs play a signifi-
cant role in the identification, selection,
and development of Ford’s next genera-
tion of leaders. For admission, candidates
must be rated either as having high po-
tential or recent high performance. The
four core programs, targeted for specific
leadership levels, are listed in ascending
order:

1. New Business Leader teaches leader-
ship through the pursuit of innovative
ideas designed to transform the business.
To date, participants have generated
more than 600 QIPs (quantum idea pro-
jects), all of which aim for a specific
business impact. Participants increase
their leadership capacity by building
skills in the 12 Ford leadership behaviors
as they learn how to take their ideas from
conception to implementation.

2. Leadership for the New Economy pio-
neers new ways to work. A primary goal
is to enable leaders to deliver strong busi-
ness results and enrich lives by using new
economy tools and by taking what I call a
“total leadership” perspective—
integrating work, home, community, and
self. The lessons emerging from this pro-
gram are accelerating transformation as
participants teach others throughout the
company about how they’ve changed the
way work is done.

3. Experienced Leader Challenge de-
monstrates how to deliver improved busi-
ness results in the form of cost reduction
and revenue generation by working in
cross-functional teams. Participants im-
prove their leadership capacity by work-
ing in an environment that develops new
business knowledge and that leverages
the strengths of broad, cross-functional

networks for specific results.

4. Capstone prepares people moving into
positions of senior leadership. Capstone
projects are strategic in nature and are de-
signed to expand leadership capacity to
the next level. Corporate officers are
sponsors for projects, and senior leaders
are involved in teaching, coaching, and
evaluating participants.

The Leadership Development Center
lends its support through strategic change
initiatives, which by nature cut across
vertical and horizontal boundaries. At
present, there are five change initiative
programs underway:

1. Leadership for Consumer-Driven, Six-
Sigma complements the technical train-
ing of Black Belt candidates by teaching
the leadership skills required for success-
ful execution of Black Belt projects.

2. Ford/Supplier BLI fosters collabora-
tive partnerships with Ford’s key suppli-
ers to improve understanding, increase
efficiency, and lower costs.

3. BLI 3 Flawless Execution builds busi-
ness leadership competencies in vehicle
line, cross-functional teams responsible
for designing, engineering, and develop-
ing new cars and trucks.

4. New Leader Impact rapidly integrates
newly hired executives by cultivating
networks throughout the company and
by reinforcing their role as agents of
change.

5. Global Leadership Forum brings
Ford’s top 300 executives together on a
quarterly basis to focus on key business
initiatives and to strengthen connections
among the key players in our company.

Those who can, teach
Every program features extensive use
of teachers. Graduates of our programs
serve as leader-teachers, a practice that
helps participants and the instructor grow
and develop new capacities for leader-
ship. The concept of leader-teacher isn’t
unique, but Ford places a high emphasis
on teaching. The lesson begins at the top.
More than three years ago, CEO
Jacques Nasser inaugurated the Business
Leadership Initiative concept with him-
self as teacher. Now, thousands of man-

agers are teaching other managers about
everything from the basics of supervision
to the intricacies of Six Sigma. Nowhere
is the concept of leader-teacher more
prevalent than in the New Business
Leader program. The active participation
of senior leaders in the Quantum Idea
Project process is essential. Each QIP
must have a senior leader sponsor who
serves as a project mentor. The sponsor
not only shepherds the project, but he or
she also nurtures the leadership capacity
of participants.

Another way that leader-teachers con-
tribute is through feedback. Participants
in all of our core programs receive exten-
sive feedback from multiple sources to
enable them to improve and refine their
leadership abilities. The feedback is a
two-way street; leader-teachers receive
feedback on how they teach. That input is
extremely valuable and gives them some-
thing to take back to the workplace.

Leader-teachers also create synergy
throughout all of the action-learning pro-
grams. Graduates become teachers,
sponsors, and mentors of participants.
That creates cohesion in a spirit of revo-
lutionary change and helps accelerate the
transformational process that we’re all
engaged in.

The power of e-tools
If we’re expecting people to work in the
new economy, we need to give them
tools to work more effectively. The
global 24/7 reality makes working
face-to-face often impossible; time
zones and distance preclude it. Yet, we
need people to work together. Thankful-
ly, technology is making it possible.
The Internet and email are the start-
ing points; virtual collaboration is the
next step. For example, in our Leader-
ship for the New Economy program, par-
ticipants work in virtual spaces called
“e-rooms” six weeks prior to com-
mencement of the first residential
(classroom) session. They also begin
working collaboratively in the e-room,
using an online tool dedicated to their
program sessions and monitored by fac-
ulty made up of Ford executives and
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outside faculty drawn from leading uni-
versities and consulting firms. Interest-
ingly, the team set the standard in virtual
collaboration as the program was de-
signed and delivered by people who
functioned as a virtual team during most
of the development.

Taking e-tools to the next step—as a
learning exercise as well as a way to
have fun—participants took part in an
online auction conducted by AutoX-
change (later Covisint), bidding on the
opportunity to meet individually with
outside experts from joint-venture part-
ners and other companies that could of-
fer useful insight and information on
specific projects. Not only did the bid-
ding process teach participants lessons
about online auctions, but it also en-
abled them to expand their network of
information and resources.

In using e-tools, participants invest
time and energy trying out new ways of
working that leverage synergies among
work, home, and community, thus tak-
ing a total leadership approach. That
might involve experimenting with
telecommuting, flexible schedules, re-
duced face-time for internal meetings
(while making more intelligent use of
face-time for customers and other exter-
nal stakeholders), and other new models
for leadership.

To augment our e-leadership mind-
set, we launched a Website devoted to
leadership, with the intention to make it
all things to all people at Ford who are
interested in leadership. We consider it
our virtual community for Ford leader-
ship. Anyone at Ford can visit the site
and learn how to gain insight into lead-
ership best practices and get access to
leadership materials, including
self-nomination forms for admission to
our programs. In addition, each program
has e-rooms where participants can
work independently or cooperatively on
their projects.

Integrating work and life

We at Ford are pioneering a new dimen-
sion of leadership that seeks to integrate
all aspects of a person’s life. We call it
“total leadership.” Total leadership is
similar to most leadership approaches in
that it aims to achieve superior results.
It’s different from many prior leadership
models because it starts with your life as
a whole: your life at work, your life at
home, and your life in the community.
Total leadership recognizes that the
stakeholder expectations in each of
those domains can and do affect each
other. Therefore, total leadership is
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about being a leader in all aspects of
one’s life.

New technologies, specifically the
e-tools, permit us to integrate stake-
holder domains and even create syner-
gies among them. No longer is business
leadership confined to the work domain.
Boundaries between diverse domains of
life are becoming more permeable and
flexible, and leadership now must ac-
count for that emerging reality. Leaders
will have to leverage resources—finan-
cial and human capital, technology, new
business models, and so forth—to gain
synergies across diverse stakeholder do-
mains: work, home, community, and
self.

The total leadership perspective al-
lows for a faster, more agile means to
achieve superior business results in the
24/7, global, anytime-anywhere econo-
my. More specifically, because it de-
emphasizes face-time and focuses on re-
sults both within and across domains,
the total leadership perspective offers
the potential for reduced workload and
better results, in all aspects of life.

Business results increase in the short
term because of
0 increased motivation and commit-
ment
0 greater efficiencies in work processes
o reduced cycle times
o lower costs (from less travel, for
example)

0 enhanced customer focus through ex-
plicit emphasis on performance impact
across the value chain

O more active engagement by business
leaders in home and community life.

With employees having greater con-
trol in arranging their life circum-
stances, long-term business benefits
accrue—
including greater attraction and reten-
tion of top talent in the new labor mar-
ket, less burnout and stress (potentially
related to health-care costs), and de-
creased downtime from poorly managed
connections between work and other as-
pects of life.

That’s the good news, the opportuni-
ty. As pioneers facing the frontier of a
new economy, the challenge for us is to
develop the total leadership capacity
necessary to bring the opportunity to re-
ality. It requires understanding more
about how to leverage the resources in-
herent in new-economy tools and mod-
els. That means learning how to
O capture synergies across domains of
life so that total achievement in life is
greater than just the sum of efforts ap-
plied at work, at home, in the communi-

ty, and for one’s self

0 make more conscious and strategic
choices about allocation of time and en-
ergy towards valued goals

0 rethink the means by which work
gets done in ways that force a results-
driven focus

o reduce reliance on traditional work
methods—face-time and co-location of
resources—and use them more wisely

QO innovate to better meet performance
expectations of key stakeholders at
work, at home, in the community, and
those you hold for yourself

0 aggressively cultivate networks and
partnerships that provide the support
needed for flexibility and agility in and
across domains.

We believe our programs need to
continue to develop total leadership ca-
pacity further to stay ahead of the curve
in the rapidly evolving economic and
social environments of business in the
218t century. It isn’t a stretch to say that
without a total leadership perspective,
our company will not be able to compete
successfully in the future. Total leader-
ship is essential to Ford’s new leader-
ship DNA.

Generating business impact
All of the programs significantly impact
business in two ways: financially and
organizationally. Financially, each indi-
vidual or team project must contribute
to customer satisfaction, reduced costs,
or increased incremental revenue. And
we have some impressive statistics.

Participants in QIP programs have
generated more than 600 projects, some
with significant business impact such as
tire recycling, vehicle customization,
and new vehicle servicing models.

A recent Ford Supplier/Business
Leadership Initiative program identified
$300 in cost-reductions per vehicle,
which is now in development. Three
hundred dollars may not seem like much
at first, but when you multiple it by
thousands of vehicles, the savings is
substantial.

Projects in the Experienced Leader
Challenge program have identified
more than $100 million in cost-savings
and another $100 million in incremental
revenue. Over the next three to five
years, those numbers will likely climb
to the billions in savings and earnings.

You can accurately declare that our
leadership programs pay for themselves
many times over. But that’s only part
of the story. The second business
impact is the effect our programs
are having on the organization. We’re




accelerating the process of creating
leaders at every level by having emerg-
ing and experienced leaders work indi-
vidually as well as collaboratively on
projects of significant merit. We create
synergies further among the programs
that, in turn, further facilitate learning
and speed the development of leader-
ship capacities. i

Bottom line: We are creating trans-
formational leaders, men and women
who know how to get things done in
ways that use the talents of their people
for maximum business impact. For that
reason, I believe it’s no exaggeration to
say that the return on this organizational
contribution is exponential. And in the
new economy in which we face escalat-
ing customer demands, fluid market
conditions, and global scale, exponen-
tial return is what is required.

Leadership development is an evolu-
tionary process that changes as the
needs of an organization change. Core
principles, such as action learning or
leader-teachers, may remain. But the
what, why, and how of a program should
change in response to emerging issues.
As one who has taught leadership in an
academic and now a corporate setting, I
suggest these guidelines when creating a
leadership development program:
Create a sense of urgency for lead-
ership development. Leadership is
not a nice-to-have; it’s a must do. Suc-
cess in the new economy, or any econo-
my, will require men and women to
adopt a transformational mindset that
enables them to anticipate change, de-
velop strategies to meet new demands,
and continue to maximize growth op-
portunities. In a nutshell, all of that re-
quires leadership.

Our CEO, Jacques Nasser, is bril-
liant at conveying urgency. Despite
years of record earnings, Nasser has
been galvanizing Ford to transform
itself as quickly as possible in an ef-
fort to become a 2ISt—century compa-
ny capable of meeting escalating
demands and adapting to the rules of
the new economy.

Develop a brand for your leader-
ship-development strategy. Every
successful consumer product has a
readily identifiable brand. Same goes
for services. Brand, put simply, is the
sum of the attributes, aspirations, and
perceptions associated with a product
or service. At the heart of successful
brands is a sense of trust between the
provider and the consumer. That’s the
kind of trust we’re trying to foster with
Ford employees whom we encourage to

join our programs. Therefore, it makes
good sense to develop a strong brand
image around the kind of transforma-
tional leadership we’re trying to create.
Our brand image revolves around
creating a new leadership DNA. We
even developed a logo (a double helix)
and gradually began attributing to it
positive characteristics of leadership
at Ford. Over time, we believe our
brand will become synonymous with
the kind of transformational mindset
Ford is creating.
Communicate the results of leader-
ship-development activities. Com-
munication is central to leadership, so
why would it be any different for a lead-
ership-development program? Tom
Grant, program leader for New Business
Leader, often talks about the time in the
not-too-distant future when applicants
to the program will exceed its capacity
to deliver. Grant is no glutton for excess
work, but he understands that when
more people want to participate, we’ll
have achieved a measure of success.
Demand is tied directly to commu-
nications, so it’s important to use all
available means to communicate
about your programs: Website, email,
video, print materials. Be certain you
also communicate your brand in
everything you do. Make the logo and
its associated images ubiquitous. But
a word to the wise: Keep senior lead-
ership in the loop. Invite them to
teach, and send them regular updates
on what’s going on in the programs.
Solicit their feedback. Their active
support is essential to the long-term
health of your programs. Indeed, the
Leadership Development Center at
Ford isn’t an HR initiative; it’s owned
by senior line management.
Celebrate achievements. Leadership
programs should be targeted to achieve
business results. When they do, publi-
cize them. Let others in the organiza-
tion know how the programs are
affecting the bottom line. In this way,
you can shift the perception of leader-
ship development from a “cost” to a
“revenue enhancer.” More important,
you will demonstrate that leadership
development isn’t something nice to
have but a must-have that not only pays
for itself, but also facilitates a mindset
and culture that seek to build the busi-
ness. Frankly, you can’t put a price tag
on that.
Promote your alumni as leaders of
tomorrow. The ultimate measure of
any leadership-development program is
how well the alumni do. If graduates are

moving up in the organization, it’s an
indication that the lessons of the
leadership-development program are
effective. As more graduates move up
through our organization, the leadership
message and example will become part
of the culture and transformation
process.

A leadership-development program
can help its alumni achieve success in
the organization in two ways. One,
alumni make terrific teachers. Keep
bringing them back to your programs.
They’ll not only help your current par-
ticipants, but they will also hone their
own leadership skills. Two, create an
alumni association (similar to what uni-
versities do) to help grads of the leader-
ship development programs network
with each other and senior leaders.

The success of a program depends
on its alumni. The more you can do for
them, the better you will do for your
leadership development efforts and the
organization as a whole.

Make no mistake: The Leadership
Development Center is no charm
school. It’s more like an obstacle course
devised by the Marines to bring out the
best in Ford’s leadership talent by push-
ing, prodding, and stretching for re-
sults.

David Murphy, our vice president of
human resources, says, “We aim to be
seen by Wall Street as the best-led com-
pany in the world, with leaders at all
levels, building leadership capacity
faster than any other corporation.

“We must become a company where
leadership represents intellectual capi-
tal at such a level that it will out learn,
out compete, and out lead all of the
competition to ensure ongoing increas-
es in shareholder value throughout the
foreseeable future.”

People who graduate from the Leader-
ship Development Center gain improved
customer focus, a renewed commitment
to business results, and a greater under-
standing of their role in generating share-
holder  value. They become
transformational leaders—ready, willing,
and able to lead Ford Motor Company to
meet future challenges. Perhaps the truest
measure of our impact will be in the mar-
ketplace for talent when Ford is seen as
the company to go to for the best leader-
ship talent in the business world. 0

Stewart D. Friedman is the director of
the Leadership Development Center at
Ford Motor Company and co-author of
Work and Family: Allies or Enemies?
(Oxford University Press, 2000).
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