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"Use Their J'|inds"
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Carol Sanford

I  N rrss, KTNGSFoRD cHARCoAL, A sUBSIDIARY oF THE cloRox

I Co-puny, operated l3 plants and used 2 contractor plants,

I  yc t  was  bare ly  ab le  lo  mee l  i t s  p roduc t ion  requ i rements .

In addit ion, the safety record of Kingsford was the worst in

the Clorox Company. Within just a few years, however'  a

transformation had occurred: Kingsford pro-

duced as much tonnage as before but with just

5 plants, set the safety program standard for

Clorox, and was well below the industry averagc

in injury rate. In addition, quality improved ten-

fo ld,  and Kingsf , t rd was i t t t roduci r tg a st rcam of

new and competit ively unique products three

times faster and with twice the rate of success. Kingsford

subsequently increased its profits by 250 percent, becanle

Clorox's second r.nost profitable subsidiary, and positioned its

products as first or second in the industry in every category.

How Kingsford achieved this turnaround il lustrates an

important lesson: having faith in employees' abil it ies-and

desires-to develop new capabil it ies can result in major

payoffs for a con.rpany.

I  WHAT WAS GOING WRONG

The nrarrufacturing of charcoal is a hard, dirty, and dangerous

business that is usually performed in remote areas. In many

cases. the factory workers have limited access to formal edu

cation and are plagued by the perception that they have litt lc

opportunity to find other jobs.

When executive vice president Will Lynn undertook

responsibil i ty to turn around Kingsford Charcoal in 1989'

he found that Kingsford "had been neglected for a long timc.

They had not done a good job of uti l izing the workforce land
they] saw people as part of the machinery. 

' l-here were far too

many plants operating, and they were barely breakine even."

Some of the problems Lynn observed were due to lack of

motivatior-r and rt 'asted resources. Operators, for exanlple,

ivould wait for a supervisor to adjust the machinery rather

than doing it themselves. Employees had litt le confidence in

their own work and capabil it ies and therefore did not take

init iative. Morale n'as low, and there was a tradition of rockl'

labor relations.
To get a handle on the productivity problen), the first step

L)'nn took was to contract with a specialist in manufacturil 'rg

improvements. Results were seen immediately as the new pro-

AT  WORK

cesses and suggestions were implernented. However, it wasn't
long before the improvements disappeared. "The changes
worked while the consultant was there and then eroded back to
the old system," said Lynn. "There was no capabil ity transfer."

In order to achieve lasting change, Lynn focused on devel-

oping employees' capabil ity to generate and implement ideas
for improvement on their own. He wanted to supply people
with a business education and increase their abil ity to think
more completely and creatively about issues, problems, and
improvements.

r  B R I N G I N G  E Y E R Y O N E  U P  T O  S P E E D

Kingsford's executive team first worked on increasing their
abil ity to create comprehensive business strategies while simul-
taneously producing a strategy to guide needed changes. For
two days a montl.r over a period o[one year, they focused on
dcveloping their strategic thinking, leadership, and crit ical

thinking ski l ls, which included learning how to

see and understand the dynamics of the market-

place and how to become direct ion setters with

rcgard to innovation and distr ibution. Strategic

thinking becanre a l iving process for them, a

continuous activi tv with results that were sharcd

with everyone in the company instead of be ing
held "close to the vest" at t l.re top of the company.

Similar workshops were held throughout the company to
help managers and operators gain the foundation needed to
engage in new ways of thinking and acting. A systems thinking
framework was used so that operators would gain full knowl-
edge of the plant-how raw rnaterial became charcoal-and
thus be able to understand why certain processes were neces-
sary and what the in'rpact of their work was on the market.
Because the systems thinking frameworks helped employees
visualize how the rnarket and busir.ress actually work, the

business and operational teams developed a better idea of
how to design work so they could connect their daily activit ies
to the market and shareholdcr value.

During developrnental sessions, consultants used a Socratic
process to help en-rployees develop init iative. Rather than
stand in front oIgroups and deliver answers to be "absorbed"

by those listening, the consultants engaged employees in dia-
logues focused on the workirtgs of Kingford's business. These
dialogues incorporated such features as questioning, debating,
and the use of irony-skil ls designed to help people generatc
their own thinking.

'fo create a better sl.rared understanding of the business,
each manufacturing plant used cross-functional teams to
visualize and n.rap an ideal r,alue-adding stream to guide their
improvements. They developed detailed mappings of the
material f low so that every person at every level had in-depth
understanding of  what  could be possib le in  the p lant .  and
against which they were desic.ning upgrades to performance.

As a result of participating in the creation of the value-
adding map, the cross-functional tearns in eacl.r manufacturing
plant were able to generate and in'rn.rediatelv inrplemeut
improvements without the usual recommendation and
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appro \ ra l  p rocess .  The l 'no  longer  separa tcd  idea genera t ion ,

eva iua t io r - r ,  and imp len t t 'n ta t io i l ;  improver t l c -n ts  we re  ever ) r -

onc's responsibi l i ty, ancl everyone had the abi l i tv to ntake

real changes. The emptloyees set uP and tracked bottom-l inc

r leasures  tha t  connected  d i rec t l y  to  earn i r tgs  and o ther  n la rkc t

indices, and thel 'were able to qeneratc ideas that sigr.r i f icantlv

inrprovcd thc business aln.rost dai ly. This process generated

cnthusiasm and fostered at l  environnlent where people vr 'anted

to and could in-rplenrent their own reconrntendatiot ls.

Opera tors  across  the  na t ion  cont inued to  s tay  in  touch

by  computer ,  week ly  conference ca l l s ,  anc l  in fo rmal  ca l l s  to

" th ink  together "  about  a  sharcd  prob len t  o r  idca .  They  rou

tinely passed on the intprovements they u'e re makinq in their

own plants, as well  as the thinking processes that led to the

discoveries and irnprovements they nradc. This was direct

worker - to -worker  comtnun ica t ion ,  un impeded by  be ing

fi l tered up through sr-rpcrvisors and back down thc hicrrrrchy.

lnit ial ly, employees didn't  bcl ieve that real changes were

going to take place bccause they expected that ntanagernctt l

would resume autocratic control af ier the consultar.rts left .

At the san're t ime, some managers were concerned as well ,

fear ing  team- in i t ia ted  char tgcs  tha t  d id  no t  takc  the  b iggcr

picture into account. l 'hesc roadblocks disappearcd as every

one gained meaningful new ways to thirtk and rvork. This

was not a matter of rearranging work; wl iole new Lrt-rsincss

I) roccsses were ir-tst i tutccl,  ancl everyonc---cxccu t lves, ntart -

agers, and ope rators-ha<l new roles attd new lcvels anci typcs

o1-rvork. After peoplc saw and valued their exte ncled roles atrcl

the  mean ing  in  t l . rcnr ,  they  fe l t  a  par t  o f  the  change and cou ld

nl i lnagt: t freir own reactiotrs and thcir intcnl i t t t- ts 1o cotttr ibulc

to thc success of the wholc. "We rr 'cre working i tr  arcas whcrc

nrany  peop lc  cou lc l  no t  rcad  or  wr i te ,  and s t i l l  thc -v  tunred  the

business arouncl," said I-ynn.

I  T H E  P A Y O F F

'l  
he br-rsincss payoff rvas excel lent: within threc years, Kings

fbrd Charcoal u,as abor,rt  to achievc the accontpl isl tnte trts

l i s ted  a t  the  beg inn ing  o f  th is  a r t i c le  and had a l rcady  reducr -c i

i ts operations to f ive plants.

Irmployces also gained. ' fhey developecl trew' capabil i trcs,

useful in anv employrnerrt si tr .rat ion: the confide ncc to nlanitqc

themse lves  in  chang ing  s i tua t ions ,  the  capac i ty  to  th ink  c r i t i

cal ly about business issues, irnd the abi l i ty to l i rstcr int. tovati t ;r t

as part of day-to-da,v rvork activi ty. J 'hosc who lost the ir  jobs as

a result of the plant closings lvcre ablc to rnake succes.sful tran-

s i t ions  io  nen ' ,  o f ten  be t te r  pa ,v ing  jobs  i r t  thc i r  co t t rmur t i l i cs .
' l 'he 

decision to close plants u'as agonizing f i l r  evcrvonc

invo lved.  But  i t  had  beconre  c lear  in  the  s t ra teg ic  p lann ing

process  tha t  ensur ing  sa fe  ty 'and v i . tb i l i t v  a t  a l l  s i te  s  u 'ou ld  cos t

nrore than rvould be gained in retum. ln a deprarture t lonr the

usua l  don,ns iz ing  process ,  where  peop le  a re  g iven shor t  no t icc ,

t rea ted  as  "surp lus , "  o r  re fe r re t l  to  " rcsunrd  mi l l "  agenc ie  s  tb r

process ing ,  K ings lb rd  car r ied  ou t  the  t rans i t ron  e f lb r t  in te r

na l l y  so  tha t  the  companv was ab le  to  res ; rond to  each pers ( ln 's

needs individual i l , .  l '1-t .  col lpany's aim was to cre.rte a closurt

process that u'ould leave every pe rson involvcd, '"vhether leav-
jng  or  s tay ing ,  in  a  be t te r  s ta te  than a t  the  beg inn ing  o f  the
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organizational renerval process. Kingstbrci rvorkecl with othe r

enrployr-rs rvho u,cre hir ing to identi fo and then bui ld the ski l ls

peoplc needed to nrove into thesc nov jobs. Everl '  displaccd

worker  tbund a  pos i t ion  w i th in  another  company,  80  pe- rcent

rvith higher rvages and none rvith lorr 'er pa1'.

K ings lb rd  bu i l t  the  capab i l i t l ,o f  a l l  employecs  to  use  t l . re i r

r r r i r rds  no  r ) la t t ! ' r  \1 ' l r c rc  thcv  rvou lJ  L rc  work i r rg .  1 ' l r i s  s t rc r rg t l r -
. ,---.1 th. th. .r 'o1ftg15, ald their comrnunit ies. A

Carol Sartfort l ,  a setr ior l tartncr wit l t  Interoctave Consult i tg

Group, helps creatc regetlerat ive busincsses. For ntore inJ'ornut-

t iort or access to other related publications, cal l  360 687-1408.

When l,|ore Than Profits
Count-What We Know

Ann Svendsen

ANY ( lON4l )ANI t rS  IN NOI I ' l  H  AM|RICA ANI )  l - . t - rROPF.  - .

corr ipanics as c i ivcrsc as l lcn & f  erry 's ,  I  KI IA,  Ur i t ish
' i  

e lecorr i ,  KI -N4 Air l ines,  and VanCi ty  Crcdi t  lJn i t ,u ,
a s rua l l  f inanc ia l  ins t i tu t ion  in  Vancouver ,  Canada- i r re  rca l i z ,

ing  the  va lue  o fn rcasur inq  success  based on  nrore  than pro l i t s .
' l -hey 

are exploring a new forur ol 'accounting, social accoLlnt-

ing ,  rvh ich  can scrvc  a  nunrber  o f  purposes .  I t  can  he lp  corn l )a

n ics  vcr i f  y  the  i r  c la in rs  o f  soc ia l  rcspons ib i l i t y ,  lnon i to r  the i r

pcr l i r r r r rancc  in  rc la t ion  to  chang in t  soc ia l  va lues ,  cor r r r r r r . r r r i

cate intbrr.nation crecl ibly, and respond to stakcholder leecl

back .  Soc ia l  account ing  can a lso  l>o ls te r  the  bo t tom l ine  in
the longe r tcrrr.r  Lry provicl ing vit i i l  infbrmation about what

is  go ine  on  in  the  ex ten tur l  env i ronr ren t ;  improv ing  re la t ions

wi th  conrnr r - rn i t ies ,  enrp loyccs ,  and supp l ie  rs ;  and c rea t ing  an

.rvenue 1<rr input f iom custonrer.s.

Soc ia l  account ing  is  s t i l l  i n  i t s  in lancv ,  u , j th  rnany  contpa

n ies  t rv ing  and re f rn ing  var ious  approaches as  they  scarch  l i r r
ways to real iz-e the f ir l l  pcltential of this assessnrent tool.  

' I 'his

repor t  p rov idcs  an  update  on  thc  n rore  conrmol l  p rac t ices

uset l  by  thcse  cornpan ics  anc l  shows how these can be  taken a

s tep  fu r t i re r  to  be t te r  in tegra te  soc ia l  account ing  and n ta l tagc

menl  Prac i l ces .

I  C U R R E N T  P R A C T I C E S  O F  S O C I A L  A C C O U N T I N G

' I ' l re  
lb l lo lv ing  is  a  descr ip t ion  o f  thc  var ious  prac t ices  most

conrpan ies  are  us ing  to  do  the i r  soc ia l  acco l rn t ins .

Social Reports. Ben & Jerry's has published an assessment

ofi ts social perfornrance in i ts annual report every year since

About Social Accounting
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Results of Application of Value-adding Process Technology

CLOROX COMPANY
From an interview with Will Lynn, Group Vice President

January 1994

Deer Park Spring Water-third largest bottled water supplier in U.S.
In the second year of using the technology the company grew 22 percent and profit
went up-a 10 percent increase in after tax earnings in one year.

All this was in the middle of the recession with people really woried the business was
going to be sold. In about a year' s worth of time we made the kind of turnaround
people dream of. Business went from losing money-a substantial loss, to a substantial
profit in 2 years. We became a business that was making margins equal to most of
Clorox's other businesses, with margins as good as what the very best people in the
industry were making-25 to 30 percent improvement in margins.

Kingsford Charcoal: The first noticeable result is changes in capacity. Charcoal
went from 13 plants and2 contractors to 5 plants producing exactly the same amount of
tonnage. From a safety record that was substantially worse than the industry average,
substantially worse than the rest of Clorox, it went to leading Clorox, in terms of the
lowest number of lost time accidents. It was setting the safety program standards for
Clorox so that the rest of the company started talking, with an accident record that was
not only the best in the company but well below the established industry average of the
charcoal business.

With the change in capacity came a dramatic improvement in quality. Every quality
measure we had, including everything that was important to the customer, improved
generally by 10 fold. There was a dramatic improvement in profitability, about 250
percent, to the most profitable business inside the parent company. That 250 percent
was using some of the profitability from the charcoal business to launch new products
in the business at the same time. So actually the numbers are like 500 percent
profitability from charcoal alone. We wound up launching a number of businesses
with the profits, still being able to sustain good profit growths on the charcoal business,
profit growth for the division plus adding products to it. The division actually wound
up 6 times bigger than it was from a profit stand point.

The bottom line is sales went up for the division in total of between triple and
quadruple, from a few hundred million to several hundred million. Along with
earnings, margins improve dramatically. We made very good money in businesses
where others weren't doing very well.

Hidden Valley Food Division
We had three or four or maybe five, new products out in record time where all of the
functions of the group worked together to create the new products. Bottled Hidden



Valley Ranch, a new product that Clorox had been trying to launch for six years and
had never been successful with, we actually got in the market in a year-beginning with
a complete review of the R&D program and finishing in a test market with the product
that was later very successful-first and second brands in the category. A bunch of
products done in three to five months, from start to finish. When things are working
this way, the right things happen. You win awards from your suppliers about how well
you launch new products because you get a product that is recognized as a winner and
the packaging supplier is an integral part of that. One of my keepsakes is a packaging
award we won and whtch also got us a whole lot of new business.

Overa l l :
One of the reasons I believe so much in this process is everybody who is involved in the
process benefits. It's not only linking the employees goals with the orgamzation, or
being able to satisfy both of those, it's being able to satisfy everybody involved. The
customer does better, the supplier does better, the landlord who rents you the building
does better, the community does better. We were able to contribute substantially
because we were more profitable.

Adv ise:
One thing that make an immense difference is keeping the organization focused on the
results while you're doing this work. You will get improvements. I expected
improvements. I insist you learn this, but its got to show on the bottom line as well.

The places where this works the best is when the entire organization is using this and
they are using it from a strategy on down. The measurable result happens in plants and
in functional operating groups. One of the earlier things that happens is you begin to get
alignment between functions. Manufacturing realizes that in order to have charcoal in
the stores on Memorial day they have to do their job and if Sales sees something waiting
on a dock, they'll help ship it. The customer service goes up, because somebody in a
plant makes it work. People know what they have to do and why they have to do it,
because sales and manufacturing have suddenly become linked together to make sure
that the particular goal is achieved. This happened in both cases -very large successes,
both Kingsford and the Bottled Water. The work started with strategy work at the
Management Committee level and then a lot of things started happening-when you get
people working in the same direction.


