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Overview 
This paper is written from my perspective outlining methodologies Stainless Foundry 
has used to develop individuals, promote teamwork, improve communication, and 
advance the business.  I have written the paper as a history of what we have done with 
my perceptions of what worked or the benefits and the things that did not work as well.  
It should be noted that this is not meant to be a “recipe for success”; it is a reflection on 
an evolutionary process that is still continuing. 
 
Evolutionary Process 
SFE has had a long history of promoting from within whenever possible, oftentimes 
promoting a person who was an expert at their job.  Typical of many technical 
organizations, the promotions were a result of job knowledge in combination with his/her 
desire to “climb the ladder”.  The value of managing was often overlooked or 
undervalued—that is “the easy stuff”.  At some point, SFE recognized that while they 
were experts at the technical side of the business, they were not always well-versed in 
developing the managerial or communication skills of their employees.  Over the years, 
they utilized groups, such as MRA, to help develop supervisors or managers with 
sessions on interviewing, discipline, general supervision, etc. 
 
Sometime around 2005, SFE had a new energy.  There were a number of relatively new 
hires mixed with “younger” veterans, and a “Yoda” or two, all with diverse backgrounds.  
There are a number of possibilities why SFE wanted to change how they develop their 
leaders and it is unclear which reason or reasons were the driver(s); the result was 
changing the approach.  SFE partnered with a local organization, Paranet, and a 
particular trainer, Rose. 
  
Starting in 2006, the approach was to start with the senior leadership team and do some 
group training as well as individual meetings with Rose.  I am not sure of the program 
make up for the senior leadership team, because I was not a part of it at that time, but I 
do know that one of the tools utilized was DISC.  DISC is a behavior assessment tool 
that was developed to describe 4 basic behaviors: D-dominance, I-influence, S-steady 
or steadfast, and C-compliance or conscientiousness.  Humans rarely fall into solely 
one of these behaviors, typically they are blend of these 4, with one standing out a little 
more.  The assessment gives an overview of the person’s general characteristics, tips 
for communicating with that person, how to communicate with other DISC styles, 
perceptions that you or others may have about your style, and your natural style (how 
you behave at home or where you “let your hair down”) and adapted style (how you 
behave at work).  Additionally as part of our assessment, your natural and adapted 
styles are plotted on a circle that is divided into 60 areas.  The closer your adapted style 
is to your natural style is thought of as a good thing and usually means you are happier.  



If work forces you to flex away from your natural style, it is usually stressful for an 
individual. 
 
With approval and input from the senior leadership team, the Leadership Development 
Program (LDP) was rolled out for 12 of SFE’s leaders or future leaders.  This was a 
diverse group of individuals from gender, race, age, and job responsibility.  The program 
consisted of 14 half day sessions—meeting approximately once a month both on-site 
and sometimes off.  In addition to the group sessions, each person had some one-on-
one time with a trainer.  The sessions covered such topics as: What is Leadership?; 
Time Management; Effective Communication; Conflict & Confrontation; Talent 
Management. 
 
The first exercise was to do a DISC assessment and some training on what the results 
mean and how to use them.  Part of the exercise included all of us sharing our 
assessment with each other and to guess what the senior management’s profiles were.  
We also looked at each other’s natural styles plotted on the “Wheel”.  This was an eye-
opening exercise at how imbalanced we were.  We were very heavy on C’s and D’s; this 
is not uncommon for a technical manufacturing organization where being task-focused 
with an analytical and driving approach are desired characteristics.  However, you still 
need some people to be people-focused who have a relaxed and inspiring approach.  
This exercise helped us better understand each other’s style and how we interact. 
 
There were many potential benefits to having an LDP approach: 

 everyone hears the same message 
 the team gets to see how each reacts to the different topics as they are 

presented so they develop a better understanding of each other 
 teambuilding occurs (sometimes forced through activities and other times it 

happens organically) 
 opportunity for some individual reflection by meeting individually with a trainer 

The effectiveness of the LDP program varied depending on who you speak to.  The 
people who were engaged and wanted to learn something thought it was great.  The 
people who were not engaged thought it was somewhat a waste of time and did not get 
as much out of it.  As expected, there were people all across the spectrum of 
active/engaged participation to passive (I will participate the least I have to and not get 
in trouble) participation.  Regardless of the personal level of participation, there were 
some benefits of team building or at least team-understanding that occurred through the 
process. 
  
Overall it was believed that the LDP yielded positive results, which prompted a second 
LDP group to be formed with the next group of leaders.  This consisted of supervisors, 
engineers, and others.  This group had a similar structure of several half day sessions, 
most on-sight but some off, with some one-on-one sessions; however, the topics were 
pared down and focused on a more “nuts and bolts” approach.  As with the above 2 
groups, the first exercise was to complete a DISC assessment. 
 



During the LDP process, SFE was sold by the McBroom family to a private investment 
group and some internal leadership had changed during that time as well.  While the 
SFE name was the same and the new owners were fairly silent, the organization 
definitely had a different feel.  For the long-time employees here at the time of McBroom 
Sr., the organization had already started to change under McBroom Jr, moving away 
from a family-owned business.  After the sale it seemed even “more different”.  I am not 
sure what prompted our owners to request this but we were tasked with developing a 
Mission, Vision, Values (MVV) document.   
  
The senior management group as well as other key individuals were identified as the 
group to put together an MVV document.  We all read particular sections of Strategic 
Planning for Dummies so we all had the same basic understanding of the purpose of a 
mission and vision statement and to start changing our mindset about being strategic.  
After we had all read the portions of the book, we had a meeting facilitated by Rose 
from Paranet to lead us in the process.  Our President at the time was there for opening 
remarks but then left and let the group work on the project.  After the initial meeting, we 
had a couple of meetings on our own to fine tune and present it to our President.  With 
the affirmative vote, we again met with Rose to discuss how we would roll this out to 
employees.  We presented it first to our supervisory group and while we did not want to 
change our MVV, we wanted their input.  So part of their role was to write a description 
of what our values look like in action.  After several iterations and a lot of preparing we 
presented it to our employees in both Spanish and English.  We also gave each 
employee a printout with the MVV on it and a shirt with the Stainless logo and our catch 
phrase:  “Mean it. Do It. Live It.”.  Like most things, we did some right and a number 
wrong.  In an effort to get as many people involved with rolling this out to our 
employees, we had everyone speak a part.  Instead of showing everyone had a part, it 
appeared to some as an elementary school play presentation—not the best idea.  While 
some really embraced the MVV and spoke of it in department meetings, not everyone 
did and so it did not take hold as we would have liked. 
 
Over the next few years, there were a series of activities the SFE did to promote 
teambuilding, better communication, increased focus, and determining people’s 
strengths and weaknesses.  A series of DISC sessions were conducted with various 
levels in the organization.  However, I am not sure the DISC was as effective as in the 
past as the results were not discussed with others in the organization.  While still 
valuable as it gave that group insight to themselves and others in the group, I think 
something was lost by not sharing with other groups. 
 
Stainless began to utilize “Caliper” testing for several employees and new hires.  Caliper 
is a standardized test filled out by an employee.  The test yields a printed report ranking 
the individual in various categories to identify strengths and weaknesses.  Additionally 
an adviser has a 30 minute phone conversation with HR and/or a manager to discuss 
the report.  This was very helpful for me in determining where certain people fit in the 
organization.  While I knew a lot about these individuals, I still missed some obvious 
problems and strengths that the Caliper test identified.  Additionally, having gone 



through the Caliper test, it helped me see my strengths and weaknesses more 
objectively. 
  
Over the past 3 years, the executive staff has had formal sessions at the start of the 
year to review (and update as needed) our long range goals of where we want to be in 5 
years.  From there we set goals for the current year and determine the projects that we 
believe will help us meet the goals for the year.  We also decide on the metrics we want 
to use to determine if we are moving the business towards our goals.  As with many 
businesses, resources are limited so it is critical to be in alignment of what projects we 
deem as important.  Determining the correct metric is also challenging—if you are 
meeting or exceeding your metrics but the business is not moving in the right direction, 
you may be focusing on the wrong metric.  As part of the process, we meet monthly to 
review the metrics and projects.  If we are not meeting our metrics, we develop counter-
measures.  If we are falling behind on projects, we discuss the issues.  For this process 
to be effective, it requires our team to be able to communicate effectively, to challenge 
each other without making or taking it as a personal attack.  Developing this kind of 
culture takes time and constant attention to driving it. 
 
 This past summer the executive team and some key individuals did a 
“Strengthsfinder” exercise.  We read Strengthsfinders 2.0 from Gallup by Tom Rath.  
This is a continuation or refinement of the work that Don Clifton and the Gallup 
scientists did many years ago.  From a 40-year study on human behavior, specifically 
strengths, 34 common categories of strengths were defined and an assessment was 
developed to determine an individual’s top strengths.  While we still have to manage our 
weaknesses, we should strive to find a position that allows us to use our strengths.  The 
idea being that if we are allowed to use our strengths more in our professional life, we 
will be happier and more engaged.  Additionally from a team focus, if our team has 
many different strengths our team is stronger overall.  Along with reading the book, we 
took an on-line assessment and were given our top 5 strengths with some additional 
information about each strength and how to use them.  We did an off-site session 
reviewing all of our strengths and what the information meant.  We also learned that the 
34 strengths fell into 4 categories (Executing, Influencing, Relationship Building, 
Strategic Thinking).  
 
 We have started some internal “Lunch and Learn” sessions with the executive 
staff, supervisors, and managers.  These sessions cover various HR topics with the 
main purpose being team building and creating consistency.  HR does a presentation 
and leads some type of activity—role playing a tough situation, answering questions 
that make you think, ect.  It has definitely started conversations and is a good step to 
promote working together.  
 
Summary Comments 
 
DISC is typically a fun, introspective exercise that can also be useful in teambuilding.  
Even the people that are not fully engaged in the process typically find it interesting and 
it does not take a lot of time to complete.  The assessment provides some good “how-



to’s” for communicating with others. I also believe the benefit is realized by sharing parts 
of the assessment with peers and supervisors.  In the right group, sharing with 
subordinates can also be beneficial. 
 
LDP (or a similar approach) is a good tool if the majority of the group going through the 
process will be engaged and if the company is ready to embrace the culture being 
trained.  However, if the group is not to that point yet or it is not economically feasible, 
using the approach of “Lunch and Learn” sessions to create some common language 
and teambuilding is a good start and may be more effective. 
 
Creating a Mission, Vision, and Values document is a powerful exercise if the group is 
properly engaged.  Additionally it can be a great place to start creating the desired 
culture for the organization.  However, to be effective it requires “upper and key 
management” to believe in it and drive it. 
 
Caliper testing (or some type of testing) is valuable as an objective tool in assessing if 
someone is the right person for the job.  I think it also can be used for individual 
development or as a good starting point for a manager and employee to discuss 
strengths and career development. 
 
Developing long range goals, with yearly goals, metrics, and projects that support the 
long range plan is a good business practice but it also can be an opportunity for 
teambuilding and opening the lines of communication.  With limited resources, there are 
times that we work on projects for the good of the company but our individual 
accomplishments take a hit.  When the project is not doing well or the metric is not 
moving in the right direction, we have to learn how to challenge each other without 
making or taking it as a personal attack. 
 
“Strengthsfinders” is an interesting exercise that provides insight into yourself and 
others and also can be used as a teambuilding exercise. It does provide an opportunity 
to get to know others and to better understand them.  I did not find the tips as useful as 
the DISC exercises of the past, as they did not seem as concrete.  Conceptually I 
understand how having people with different strengths can help drive a project and 
understand how it is supposed to work, it just did not resonate with me or our group as 
much.  However, I do believe that people who are allowed to use their strengths and not 
feel bad about their weaknesses are happier and more engaged. 
 
Developing a company culture of open communication and teamwork where employees 
are in the best position to allow them to use their strengths is NOT easy.  There is no 
one plan that works and often is an evolutionary process with steps forward and back.  
Furthermore, once the culture is developed, continued nurturing is also a HUGE task 
and a balance between keeping the good things of the past and allowing “good” 
changes to occur. 


