
[image: cover]




PRAISE FOR MINDSET ARCHITECTS AND 
DEBRA SHUMAR


Debra Shumar brought a mindset change to Maintenance. Before the change, Maintenance was looked upon as an excuse for the business to underperform. The transformation resulted in Maintenance becoming a strength, delivering world-class equipment reliability, and resulting in an increase in profitability. Her leadership, boldness, and trust that the team could transform to deliver performance, at a much higher level, provided the confidence for the team to excel. Debra consistently engaged the entire team, manager, supervisors, and technicians providing the atmosphere, encouragement, and rewards for success.

Thomas Aaron Strouhal

Engineering manager, pet food processing company

Working with Deb Shumar transformed our companys approach to quality management. Her high-energy, innovative style and hands-on examples were invaluable to improving our quality and customer satisfaction programs. She easily incorporated structured initiatives, such as Lean, Six Sigma, White Shirt, and other processes to engage employees at every level. She is the best technical trainer we have ever worked with on learning how to improve our quality standards.

Lin Cummins Henkel

Retired senior vice president, Meritor Inc.

At 3PPartners, Deb Shumars Quality Mindset methodology pioneered a behavioral-science approach to data-driven culture change. I met Deb in the early 2000s while running a software company serving automotive OEMs. Fresh off a leadership role at Whirlpool, she made introductions that secured a major implementation. I remember joining the Whirlpool team for her problem-solving training, where I heard that a question leads to conversation, a statement leads to debatefollowed by a road map of people-process-technology guidelines for leveraging data and behavioral science to improve outcomes.

Debs approach of utilizing the unwritten rules of human behavior with the real-world of inconvenient quality and operational challenges resulted in user adoption and collaboration well beyond prior experiences I had with other OEM projects. Her book captures those same practical nuggets and scalable insights that make her a true pioneer in the field.

Mike Betts

Founder and entrepreneur, TierConnect, Inc.

I met Deb in 2013 when I became vice president of quality at Webasto North Americaand over the decade that followed, she proved to be one of the most impactful quality leaders I have ever had the privilege of partnering with.

One of the early high points of our partnership was a collaborative initiative with a key customer that resulted in the successful certification of our most challenging manufacturing plant in the region. That outcome was not accidental. It was the product of Debs relentless focus on peopleon helping teams own their quality, not just comply with it.

Debs book captures what I witnessed firsthand over ten years: Quality is ultimately a human achievement, and emotional intelligence is the engine behind it. I recommend her work without reservation to any leader serious about building a quality culture that lasts.

Keith Johnson

Vice President, Operations and Quality, Webasto North America
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Lastly, I would like to thank Ryan, Joel, and Jenna, at Forbes-Advantage Books, for your advice and support. Ryan, our weekly calls were some of the best conversations filled with seriousness and laughter. Joel and Jenna, your edits and honest feedback were always spot on and appreciated. You all helped me in so many ways.

My hope is that this book will inspire others to think, to question, to reflect, and perhaps to see the worldand themselvesa little differently. I believe that when we find the courage within ourselves to dream and to create workplaces where everyone can embrace the unknown, we open the door to extraordinary possibilities. By preparing our mindsets to accept and drive change, we can build cultures beyond imagination.

As Walt Disney is often quoted as saying, If you can dream it, you can do it.

With deepest gratitude,

Deb




A NOTE FROM THE AUTHOR

I set out to write this book to share my thoughts, experiences, and the many trials and tribulations that have shaped my journey. Yet, beneath those stories lies something deepera belief that we all need to cultivate a mindset of purpose and change.

Time has a way of slipping by unnoticed. Over forty years have passed since I graduated from college, and it still feels like only yesterday that I stepped into a whole new world called manufacturing. But the story doesnt begin there.

I grew up wanting to be like my father, though I didnt fully understand what that meant at the time. My mom also had an impact on me by the way she always listened and gave advice. (Even while having to deal with triplets! Yes, I am one of three tripletsand an older sister! Yet my mom always found time for us.)

When you come from a family where grandparents, aunts, uncles, and parents all worked in manufacturing, its hard not to feel drawn toward continuing that legacy. At least, that was my fleeting thought back then.

But lets not get ahead of the story.

Looking back now, I realize that my journey was never just about a careerit was about growth, discovery, and purpose. When I first stepped into the world of manufacturing, I was young, ambitious, and eager to prove myself. I didnt yet understand that the lessons waiting for me would go far beyond machines, production lines, or processes. They would be about peopleabout teamwork, leadership, and the quiet strength that comes from perseverance.

Manufacturing taught me discipline and patience. It showed me that progress doesnt happen overnight; its built piece by piece, through effort, mistakes, and a willingness to adapt. Over the years, I saw industries change, technologies evolve, and entire workforces transform. Through it all, one truth remained constant: Our mindset determines our direction.

As I share my story, my hope is not only to reflect on where Ive been but to inspire others to look within themselvesto find purpose in their work, meaning in their challenges, and courage in their change. Because life, much like manufacturing, is a process of continuous improvement.

This book is not just a recollection of my past and experiences but an invitation to think differently about how we live, lead, and grow.




FOREWORD

This book is a powerful call to action for leaders and teams ready to embrace transformation. It challenges conventional thinking and underscores the absolute necessity of focused, change-driven leadership as the foundation for building a sustainable and successful business. True transformation cannot be delegatedit must be owned and led by leaders who are 150 percent committed, humble, and fully engaged in embedding a new mindset into the companys DNA and culture. Too often, short-term wins are achieved at the expense of long-term stability. Too often, leaders pledge to drive change but fail to personally engage in it. This book provides the clarity, mindset, and practical tools needed to ensure leaders not only commit to transformation but live it every day.

Over the past twenty-five years, Debra and I have collaborated on numerous business turnarounds and operational transformations. In every engagement, Debra led with unwavering commitment, focus, and a deep belief in the power of mindset-driven culture. Witnessing these transformations firsthand has been among the most fulfilling experiences of my career. Time and again, Debra has demonstrated that meaningful and lasting business change begins with a shift in mindsetespecially within the C-suite. It is not easy. It demands relentless leadership, consistent communication, and active engagement at every level of the organization.

In our first engagement together, we found an underperforming business with an organization that could not prioritize two mission-critical success factors (CSF):

 Customer focus

 Quality

We knew that if we successfully addressed Customer Focus and Quality, it would have a positive ripple effect on the whole organization and its performance. Debra started designing a plan to create the required mindset change, and we (the whole leadership team) began executing it. It was with great satisfaction that I saw the mindset change start to take hold in the organization. What was even more important was that our customers and stakeholders saw immediate change in attitude, process quality, and product quality improvement.

Erik Roeren

Retired CEO-COO



INTRODUCTION


People dont take trips, trips take people.

JOHN STEINBECK



Its a chilly Ohio morning (as usual). Late 1970s. Im twenty-two, standing in a steel mill in Canton, surrounded by rolling mills, furnaces, and grit-forged men who have been working there for decades. The air is thick with the smell of molten metal. The furnaces are blazing. The equipment is roaring. Im one of only five women working in the whole plant.

The smell of hot metal and oil is something you never forget. It clings to your clothes, seeps into your skin, and somehow becomes a part of who you are.

For a moment, I wonder why Im even here. What drew me to accept this job? This challenge? I majored in chemistry and already enjoyed significant experience and success in the field. My professor ran an environmental lab on the campus of the University of Akron and was instrumental in helping us students get involved in diverse chemistry environments. We got grants from the Rockefeller Foundation, the Kresge Foundation, and several others, with patents to our name. One of our projects involved developing a polymer that kept barnacles off ships for the United States Navy. It was a massive successgood for the environment, and it helped the navy to put ships into dry dock less often to get cleaned. I was very proud of that achievement. I learned from that experience to observe, think, be open-minded, and allow myself to be mentored. But now I was in a very different environment. This wasnt just about chemistry; it was more than that.

This was exciting. This was different. And today, when I look back on all the years I spent in steel and manufacturing, I can confidently say that I ended up doing something I really loved. Those early days were filled with challenges. The hours were long, the work was physical, and the expectations were high. But there was also a sense of pride that came from seeing the results of your effortknowing that what you helped create would build bridges and cars and even shape cities. But its not so much the awesome machinery, interesting mechanics, and inspiring products that continue to draw me to this environment. Rather, its the opportunity to positively change the lives of people through transforming organizations. Profitability and product are important, but people and working together for a preferred future are what truly inspire.

A TANKING INDUSTRY

I entered the industry at what turned out to be the worst possible time. In 1973, US steel had produced a record 137 million metric tonsbut that was the peak. By the time I was finding my footing, imports were flooding the market, foreign competition was undercutting domestic producers, and production was in a free fall. Within a decade, output had dropped by roughly half. By 1982, output had dropped to 67.7 million metric tons.1 The whole industry was tanking.

Everybody was blaming it on dumping (foreign producers selling on the market below domestic production costs). Japan, Europe, South Korea, and even Russia were all dumping steel on the US market. Others blamed it on the unions. But high-ranking officials and bosses were walking away with golden parachutes, three years of severance, and much more besides, leaving others holding the bag. Plants were underfunded, and we were in the early stages of modernization and restructuring, with many older integrated mills closing and mini mills gaining market share.

The pressure was coming from every angle, and trust in the entire industry was low. I, of course, experienced it all firsthand. I remember how negotiations with the union were coming in the fall of 1983 and would be held in Pittsburgh. It was a sad time for all of us. Unions wanted more (as we all did), but we all realized that if we gave away the farm, as they wanted us to, the long-term outlook would be a future of potential devastation. It was, in the end. I was a part of the negotiation with the union and management, and I knew at the time it would be an outcome of layoffs and downtime if we were unable to secure a contract. Unfortunately, over the next few months, that is exactly what happened. I had to write out six hundred pink slips to exempt and nonexempt personnel. I really felt that. These were not just numbers. These were individuals. Families. Livelihoods. I vowed to myself that I would never do that again. (I only had to do it one more time in my forty-year-plus career.)

I knew, as I wrote those slips out, that things could have been differentif we had open communication, a long-term view, and worked together. In those days, it was not easy. You had to fight for things. We didnt have email. We didnt have cell phones. We didnt have the internet or artificial intelligence (AI). You had to get into a tobacco-smoke-filled room where there were cigarettes attached to everyones mouths, ash crumbling on the table, and work it out, face-to-face. It wasnt an elegant business. This wasnt Steve Jobs in the boardroom with slick, clean tech. But I discovered then, as I know now, that if the mindset could change, we would not have to be in this position. It created a resolve in me to do it differently and create change.

The big challenge at the time was the blaming culture. It was a mindset. That is what happened when things started going badlywe all looked for someone to blame. Bosses blamed the workers, workers blamed the bosses, and others blamed the government for allowing imports. Phrases such as its not my job became commonplace. All this taught me many things. My triplet sister worked in this industry too, as did her husband. Today, we always reminisce about what could have been and laugh when we get together and tell stories from those days. Those were teachable moments.

Ive experienced so many mergers, acquisitions, layoffs. Throughout these times, I began to learn something. I realized that what happens in an organization is what I call The Wall. People build so many walls in work environments that they cannot see a future. Today, we see this in how quickly people move onan average of three to four years.2 This is too fast. No true learning takes place in these circumstances. But the reason why people leave is often because they cant see change taking placethey hit The Wall, and theyd rather move on instead of waiting for a mindset change to happen.

Mindset is so critical in any business. What people dont realize is that in manufacturing, its paramount. We only ever think of machines, processes, and products. But each person in the enterprise at each step of the process working on those machines needs to have a healthy mindset regarding themselves, their role, and what the goal is. I believe it is the same for every industry.

I saw this from the beginning because I had a different mindset. Having that mindset meant that I did things in my first thirteen years in the steel industry that can take others a career to learn. I found out how to break The Wall down to see a different future.

We had a chance to do something different. In the eighties, we were planning a greenfield site near Youngstown, Ohioa brand-new facility where we could start from scratch, with newer, more efficient technology. LTV Steel was in a tough place. Everyone was blaming each other, and we wanted to break the cycle. But to make it work, the team needed to negotiate a restructuring with the union.

One of the lawyersa man with a big personality who was well respected because of his expert opinions and his ability to take no prisoners in conversations when the time came for itcame in one day and pointed at me, simply saying, I want you on my team. I was, from that time, part of the negotiations. We set up a meeting with the union, and our team went in with an open mind. I was young, and I thought this was great; everyone would get on board with something new because it was so obvious this would work!

But I honestly had no idea what I was getting into. We walked into a room of scowling faces. No one had told me that, two years earlier, there had been a big blowupand people in that room really hated each other. A recent merger between LTV and another steel manufacturer, Republic, had left two corporate cultures colliding; defenses were up, and there was massive resistance to change.

Back in the seventies and eighties, you were not trained on how to be a team member or how to enter these kinds of meetings. You werent given much background or given time to think through strategy. There were no PowerPoint slides! You were enlisted, and you had to learn in the moment, quickly. For my part, I had good ideas that I thought would really work. I sat down and thought, Well, Im here. I wonder if they will listen to what I have to say?

But it did not go well. Being young was not an asset. No one cared what I thought.

To make the plan work, some people were going to have to take a pay cut. The leadership team would need to give up 70 percent of its control, empowering workers to get the job done without interruption and over-administration. I thought it would be a good idea that nobody needed to be supervised. People glowered at me for that.

And just what kind of chaos do you think is going to happen, Shumar? they said to me.

It was all incredibly eye-opening. I needed to realize quickly that my open-minded idealism was not enough to win people over. Even when an idea is clearly going to work, people can be highly resistant to change. There was history here that I needed to understand and come to grips with swiftly.

Maslows famous (or infamous, depending on how you look at it) hierarchy of needs never spoke of span of control. For some reason, some people have a need to manage others. But management and leadership are two different things. Ive been a board member, a CEO, a director, a senior vice president (VP). It doesnt matter how high you are, you still have a boss. If youre at the top of the pyramid, there are still shareholders. No





FACING THE WALL














THE COST OF IGNORING MINDSET
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