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Road Maps for the
       High Road       

A recent study of twenty-five “corporate tools” such as customer surveys, pay-for-performance, total quality management, and reengineering showed that managers used mission statements more than any other tool. The 1994 survey by Bain & Company and The Planning Forum also noted that when managers were asked to list tools in which they were “extremely satisfied,” mission statements had more votes than any other tool.

Managers like mission statements because they make a difference in whether a company succeeds or fails.

Corporate mission statements—sometimes called value statements, credos, or principles—are the operational, ethical, and financial guiding lights of companies. They are not simply mottoes or slogans; they articulate the goals, dreams, behavior, culture, and strategies of companies more than any other document.

During our research one fact stood out. It was how much companies truly relied on their mission statements to help them through trying times and in making tough decisions. The comment we heard over and over was: “We didn’t need long discussions about how we were going to handle the situation. The mission statement quickly told us how to act.”

We found successful, exciting, and powerful companies that had true values. Their mission statements were not just concepts and philosophies they had cobbled together but were well-thought-out ideas that had helped them meet and exceed their financial dreams, treat their employees well, break free of a crisis, and stake out a piece of “the right thing to do.” They were road maps for the high road.

Corporate mission statements show us the best in corporate America. They are lofty values and ideals that are worthy of study, thought, and emulation. Refreshingly, they show us a side of corporations that many of us never knew existed—the human side, the emotional side, the values-based side.

We, the authors, think of mission statements somewhat as we do the U.S. Constitution. This document promises a fair trial, for instance, but we all know that doesn’t always happen. Injustice exists. The Constitution is also fallible. The original document didn’t outlaw slavery. Still, the Constitution is an excellent, much revered, and often imitated set of values. It allows us to aim high and set worthy goals.

These ideals are what mission statements are all about—worthy goals and aspirations. Sometimes you reach them and sometimes you don’t, but you always try because it’s the right thing to do.

The companies chosen for this book passed two tests. First, they have well-written, well-focused, compelling, or unique mission statements, values, philosophies, visions, or whatever they call them. Second, they try to live up to them.

We discovered that many companies we interviewed wrote or rewrote their mission statement during the 1980s when they were being reengineered, downsized, restructured, or otherwise radically altered. Quite simply, they needed a new philosophy to cope with a changing business climate, which included awareness of cultural diversity, worker empowerment, globalization, environmental stewardship, total quality, teamwork, and emphasis on the customer. Mission statements were being used as a tool to “gather the troops” and effect a new corporate culture or behavior.

We also were impressed at how passionate company officials were about their mission statements. They were truly proud of what they had done and how they were using these documents. In most cases, people were quite willing to talk to us because it meant a lot to them.

Then there were those companies that wouldn’t talk to us at all. These companies had mission statements—pretty good ones, we thought—but they wouldn’t grant us an interview. At first, we couldn’t understand why they were unwilling to discuss something positive about themselves. What we surmised was that although these companies had mission statements, they didn’t truly live them—or try to live them. The last thing management wanted was for their employees to see them quoted in a book about how the company lives up to these ideals, while everyone at the company knows differently. Obviously, these companies didn’t make the book.

We are certain that the companies that cooperated with us—companies whose senior officials spent time discussing their mission statements and how they were used—truly employed their mission statements as advertised. They’re confident that those throughout the company won’t snicker when they read management’s comments.

We were gratified at the high level of interest our inquiries received. More than half of our interviews were with chairmen, CEOs, COOs, presidents, and people of that stratum. Indeed, this signaled to us immediately how strongly these companies felt about their values and principles.

We were also intrigued by how many of the companies we spoke to have been chosen as great places to work in such books as The 100 Best Companies to Work For in America. This was coincidental, but in retrospect we shouldn’t have been surprised. These companies demonstrated through their mission statements how important employees were to the companies’ success.

Many of the companies profiled here also turned out to be industry leaders, companies that have the lion’s share of a market or produce the best in their industry. Also not surprising—when we look back at it—was how many companies, five to be exact, have been winners of the prestigious Malcolm Baldrige National Quality Award, established by Congress in 1987 and given by the Department of Commerce for quality management. (Some have been two-time winners.)

We were taken aback by the number of companies that were in the process of writing or rewriting their mission statements. Several told us to try them again for the next edition.

To sum up, we found the companies that truly lived their mission statements were hands-down winners in many different areas. This correlation showed us time after time how mission statements can make a difference.

In most instances we either reproduced the mission statement exactly as it’s presented or simply copied the mission statement word for word. It seemed to us that some statements benefited more by exact reproduction than others.

In some cases, though, we didn’t include all parts of a company’s mission statement. Sometimes we skipped the obvious—“We will be the best widget company in the world, blah, blah, blah”—and in rare instances we were forced to cut the mission statement because it was too long. We apologize for taking these liberties.

In the following pages you’ll see what’s right about American business. You’ll also learn, by example, how to write a mission statement for your company, even if it’s a small company. In fact, we included a few small-company profiles just so you could see that their mission statements aren’t really different from those of the industry giants. At the end of this book you’ll find a section giving tips on writing your own mission statement, with ideas taken from the companies profiled herein.

We would like to acknowledge the help we received from all the companies we interviewed, especially from those people in the corporate office whose time is limited. We thank them for giving us permission to reproduce their mission statements, which, of course, remain their copyrighted property. We would also like to thank our agent, Gordon Kato at ICM, who recognized this new business trend immediately, and Lynn Fenwick at Currency Doubleday, who embraced the idea when it was presented.

Patricia Jones and Larry Kahaner
Alexandria, Virginia
November 1994



AT&T

Our Common Bond

WE COMMIT TO THESE VALUES TO GUIDE OUR DECISIONS AND BEHAVIOR

RESPECT FOR INDIVIDUALS

We treat each other with respect and dignity, valuing individual and cultural differences. We communicate frequently and with candor, listening to each other regardless of level or position. Recognizing that exceptional quality begins with people, we give individuals the authority to use their capabilities to the fullest to satisfy their customers. Our environment supports personal growth and continuous learning for all AT&T people.

DEDICATION TO HELPING CUSTOMERS

We truly care for each customer. We build enduring relationships by understanding and anticipating our customers’ needs and by serving them better each time than the time before. AT&T customers can count on us to consistently deliver superior products and services that help them achieve their personal or business goals.

HIGHEST STANDARDS OF INTEGRITY

We are honest and ethical in all our business dealings, starting with how we treat each other. We keep our promises and admit our mistakes. Our personal conduct ensures that AT&T’s name is always worthy of trust.

INNOVATION

We believe innovation is the engine that will keep us vital and growing. Our culture embraces creativity, seeks different perspectives and risks pursuing new opportunities. We create and rapidly convert technology into products and services, constantly searching for new ways to make technology more useful to customers.

TEAMWORK

We encourage and reward both individual and team achievements. We freely join with colleagues across organizational boundaries to advance the interests of customers and shareowners. Our team spirit extends to being responsible and caring partners in the communities where we live and work.


BY LIVING THESE VALUES, AT&T ASPIRES TO SET A STANDARD OF EXCELLENCE WORLDWIDE THAT WILL REWARD OUR SHAREOWNERS, OUR CUSTOMERS, AND ALL AT&T PEOPLE.





AT&T COMMENTARY

A Crash Course in Corporate Change

There it was in black and white. Bob Allen, the chairman of AT&T, wrote an introduction to the 1993 annual report stating that the company had made a mistake.

“Because our long distance network was so highly computerized, we thought customers would jump at the chance to buy computers from us.” He continued: “We were wrong, and finally we merged with an established computer company, NCR, which was recently named AT&T Global Information Services.”

To those unfamiliar with the corporate culture of AT&T, admitting mistakes is not something the telecommunications giant is good at. In fact, before the famous divestiture in 1984—in which AT&T sprung loose the local Bell telephone companies in exchange for the right to enter new, unregulated businesses such as computers—saying that you made an error was like confessing that you had committed a homicide. After all, you were the matriarch of all American businesses: Ma Bell. The corporate culture and employee behavior just didn’t allow for imperfection. Indeed, for AT&Ters to even be humble about anything went against the corporate fabric.

However, since Allen took the helm in 1988, AT&T has been on a crash course to change their corporate culture and image—to be less arrogant, more attuned to customers’ needs, and more service oriented.

And their Our Common Bond, penned by Allen with employee help, is the company’s compass.

Marilyn Laurie, the senior vice president of employee information who led the mission statement task force, says: “In 1989, Bob Allen had decided that in order for business to be effective it would have to be better focussed on customers.” That led to a restructuring into separate business units that in turn traumatized many AT&Ters who weren’t used to any kind of changes in the company. This was a heavily regulated company that had never changed its culture in its almost hundred-year history. “It didn’t take very long before people started asking: ‘What’s the glue that holds us together? Are we just a holding company? What do we have in common?’ ”

The company was literally in turmoil as business units and divisions went about the tasks of resizing their work forces and adjusting costs to compete in their individual market segments. Without the revenues from the cash cow of the local phone companies to help the bottom line, AT&T had to be competitive in an industry in which it was used to being the sole player. In the new world of telecommunications, there were competitors like Sprint and MCI to handle.

Everything at the company—and in the industry in general—was changing so fast that Allen felt that AT&T needed something that would stay the same. It needed an anchor. “It needed a counterbalance to the splitting of company into units,” says Laurie. Allen wrote an early version, Our Common Bond—A Direction for AT&T, on a yellow pad, and, with the help of Laurie’s task force, tested it throughout the company.

“Bob never rushed the process,” says Laurie. “He didn’t want it to be the slogan of the month. He didn’t want it to be a banner. He wanted it to be a real vehicle for culture change.” The process of writing, rewriting, and testing took more than two years.

“In the original values, the ‘teamwork’ section didn’t appear and, on the advice of employees, Allen decided to put it into the revised edition. Also, in the original text ‘quality’ was a separate category, but we decided that quality had to be integrated into each value. Quality is important in the way we approach everything we do,” says Laurie.

Many company mission statements devote a special section to serving shareholder interests. However, Allen and his employees decided to leave it out because they considered it a “given” that shareholders would be served if everything else went according to Our Common Bond.

Another major change that came from employees was the section Respect for Individuals. One of the lines, We communicate frequently and with candor, listening to each other regardless of level or position, would have been unimaginable before divestiture. AT&T was a bureaucratic, top-down kind of place with almost a military air about it.

When asked by a writer for a company magazine about whether the first value, respect for individuals, will actually change anything at AT&T, he replied: “Not because it’s on a piece of paper. It has the potential to really have an impact on the company, on the people, on the way we treat our customers—but only if we live the values and have them as a constant reminder, in the mirror, when we’re weighing decisions. And it begins with me,” Allen said, “it begins with my relationship with the people who work with me.”

One day Allen would like to say that everyone at AT&T lives Our Common Bond, but that day is not yet here. He says, “We won’t live by those values one hundred percent anytime soon, but our intent is to move in that direction.”

Allen and others note that there is skepticism among employees about Our Common Bond and whether AT&T can live up to its principles. In fact, a 1991 survey showed that only one in five of AT&T’s employees thought top management’s statements were for real.

“Our Common Bond is meant to be aspirational,” says Laurie. “The bar was set very high. There is no expectation that we would be living it yet.

“This is a multiyear project, to build the company around these values. As recently as 1994, we had strategy forums for executive level managers who discussed strategy and its relationship to Our Common Bond so we could have a common agreement and understanding as to why they think it’s necessary.”

It all has to do with changing the corporate culture and the behavior of its managers and employees. Allen says: “There’s plenty of evidence to demonstrate that we have a lot of work to do. And we know a lot of skeptical people will see the values statement for the first time and say, ‘Well, the words and intent are terrific, but I don’t see that kind of behavior around here.’ ”

Notes Laurie: “We’re at the stage where people quote it a lot. It’s a rare meeting where it doesn’t come up. It’s a watermark. We’re making more progress on some points than on others.

“There’s a lot of humility in the distance between the expression of values and where we are now. We still have a long way to go,” she says.

In his introduction to the annual report where Allen discusses AT&T’s miscalculation of its foray into the computer industry, the chairman was walking the walk for everyone to see. “We keep our promises and admit our mistakes,” states Our Common Bond.

Allen did just that.



Hanna Andersson

Our Purpose

In partnership with our customers, we will provide products to enhance the richly textured experience of family and community. We celebrate this experience through the integrity of our merchandise, and our respect for the values we share with our customers. Our culture bears witness to our beliefs.

Values

RESPECT

Recognizing and acknowledging the value and contribution of each person or endeavor. Acting with respect means treating others as you want to be treated.

INTEGRITY

Being true to your values and honest about your commitment to them.

RESPONSIBILITY

Being accountable for your actions and obligations, as a company and as individuals.

“Welcome to Hanna” Ways to Grow and Participate

1. Be kind and intelligent with others, especially our customers. Respect, responsibility and integrity make good things happen.

2. Bring energy to your work. Big or small, if a task needs to be done, it needs to be done well. Think of each action in terms of how it strengthens Hanna.

3. Understand that learning prompts change. Together, they are the stepping stones to the evolution of our business.

4. Office politics take energy away from important work and divide rather than unite. It is work, and not talk, that matters.

5. When possible, plan your time off around the work flow. A balance between home life and Hanna is healthy and encouraged.

6. The Hanna environment should be clean, healthy and comfortable for everyone. Keep your work area organized and tidy. It is your job to pick up after yourself

7. Your participation is encouraged. Learn as much as you can about your job, the company and our industry so that you may grow with us.

8. Hanna is sensitive to the actions and concerns of the community and the world around us. Avenues for social service and awareness are available to all.

9. We will all share in the success we create.

10. Laughter sees us through the day. Have fun.



HANNA ANDERSSON COMMENTARY

Delicate prose for tough clothes.

Gun Denhart and her husband, Tom, started Hanna Andersson in 1984 because they were both dissatisfied with the poor quality of children’s clothing in the United States. Denhart grew up in Sweden, where she had seen high quality children’s clothing, and decided to sell them in the States. After contacting a Swedish manufacturer and naming the company after her grandmother, Hanna Andersson was established.

They produced the first catalog on their kitchen table. To demonstrate the quality of the fabric, they painstakingly glued one-inch-by-one-inch swatches to each catalog, crossed their fingers, and mailed 75,000 catalogs. That was February 1984. By the end of the first six months they had sold $53,000 worth of clothing; after the first year they sold $200,000, and after the second year $1.5 million. By 1993 Hanna Andersson had become a highly respected mail order firm, sending 15 million catalogs annually—four issues a year—and employing 292 people. Sales exceeded $44 million, and the company was starting to reach out into the retail market.

It’s not surprising to find the phrase the integrity of our merchandise in Our Purpose, the Hanna Andersson corporate mission statement. To emphasize the point that their clothes last a long time, the company began a program called Hannadowns in 1985, still a major focus of the company today. The catalogs explain the program and invite customers to participate. Simply put, customers can return their outgrown Hannas for a 20 percent credit of the original purchase price which can be used toward future purchases. The company then donates the returned clothes to needy women and children. As many as 10,000 items a month have been received.

Our Purpose is carefully worded to reflect their industry and vision. “The part … to enhance the richly textured experience of family and community passed the goose-pimple test,” says Gun Denhart, founder and CEO of Hanna Andersson. “It felt wonderful.” This belief is manifested in the company donating five percent of its profits to charities chosen by employees, who are encouraged to be active in charitable causes. The company will match each employee’s charitable contributions up to $500 per year. Hanna Andersson pays 50 percent of their employees’ child care costs and thought about installing an on-site child care center. After surveying their employees, they decided to keep the present plan in place and give their employees the flexibility in their own child care arrangements. Eighty-one percent of employees are women, so this is a very important issue for the company.

The last line of Our Purpose reads: Our culture bears witness to our beliefs. “It was written because we want to live the way we say we live. We don’t want hypocrisy. It’s meant to keep each other in line,” says Denhart.

But all this success took a toll. Denhart and her husband, Tom, who both quit their high pressure, rat race careers eleven years earlier, were seriously looking at getting out of the business.

“This created a lot of talk around the company and people were nervous,” says Denhart, “but we decided to stay with it and recommit to success.”

The dilemma is a common one in fast-growing companies: management losing touch with the expanding number of employees.

“We couldn’t touch everyone every day anymore, but we wanted to express how we wanted the company to act and feel. So we developed ten points entitled How to Be Happy at Hanna, Our Purpose, and a Values statement. We update these three philosophies regularly.” The couple took all middle managers offsite for a day and a half of meetings to discuss the strategic plans for the company. They revised Our Purpose, Values, and How to Be Happy at Hanna.

The philosophies took on a more mature tone, reflecting the company’s growth and stability. “We took it from a baby company to a teenage company,” Denhart remembers. “The statement is not as inspirational as the old one, but is more serious for serious times.”

Their Values statement, for example, became more succinct and changed from Respect, Integrity, and Fairness to Respect, Integrity, and Responsibility. “We felt responsibility— fiscally and to the employees and customers—was a better word,” Denhart says. “We now have self-directed teams; we got rid of the hierarchy. In the phone room, for instance, each operator now has the authority to resolve customer concerns on the spot.”

When the offsite meeting was completed, each middle manager met with their departments and explained the new mission statement and offered the opportunity for input. “About seventy-five percent of the employees gave input,” says Denhart. Out of these efforts, the How to Be Happy at Hanna evolved into “Welcome to Hanna” Ways to Grow and Participate.

And what about that tenth add-on point in “Welcome to Hanna,” the part that says Laughter sees us through the day. Have fun? Denhart adds: “They could come up with only nine points this time, and so I added the tenth.”

Managers can stop employees in the hall and ask them to recite or express an understanding or knowledge of the new philosophies. If they can, they get a button that says “I know it.” The button is redeemable for a five-dollar credit in the company cafeteria.



AVIS®

The Avis Quest For Excellence

At Avis Rent A Car, our business is renting cars; our mission is total customer satisfaction.

Our goal is to provide the best quality customer service: to treat each customer the way we ourselves want to be treated. To exceed our customer’s expectations.

We believe that only by maximizing our service and our productivity can we maximize our employee equity and our profits.

We are dedicated to a vigorous program of self-evaluation and improvement.

We continually strive to provide better and innovative services to enhance the travel experience for our customers. We work to strengthen our bonds with all active participants in the delivery of our service: our customers, our suppliers, and our co-workers in all areas.

We know that total customer service and satisfaction require the team effort of all employees, at all times.

“We try harder.”

VISION STATEMENT

AVIS WILL BE RECOGNIZED AS THE PREEMINENT COMPANY IN THE RENT-A-CAR INDUSTRY IN THE AREAS OF:


[image: ] CUSTOMER SERVICE AND SATISFACTION

[image: ] EMPLOYEE PARTICIPATION

[image: ] RETURN TO SHAREHOLDERS



VALUE STATEMENTS CUSTOMER SATISFACTION

Total customer satisfaction is Avis’ goal.

Fulfilling customer needs is the prime reason for our company’s existence. All employee-owners have a responsibility to satisfy customer expectations through quality of service, in a manner which will encourage long-term customer relationships.

We will strive to provide the highest quality service to our internal and external customers, consistent with our shareholder objectives.

We will look to continuously improve how the customer views Avis by seeking “moments of opportunity” where we can exceed their expectations.



AVIS COMMENTARY

The Voice of the People

Avis is the world’s second largest car rental company—the “We Try Harder” company. It is also one of the largest employee-owned firms in the United States, as you may remember from one of their advertising slogans: “At Avis, our employees are acting like they own the place.”

In 1946 Warren Avis, a U.S. Air Force officer believed that airlines would soon become the primary mode of transportation throughout the country, so he decided to rent cars at airports. He opened the country’s first airport car rental counters in Detroit and Miami. By 1948 he had opened locations in downtown areas as well as airports, and by 1954 there were 185 Avis locations in the U.S., ten in Canada, one in Mexico, and working agreements with local car companies overseas in seven countries. Avis sold the company in 1954 for $8 million, and since then Avis, Inc., has been controlled by twelve owners, including Avis.

The last owner in 1986 was a company called Wesray. CEO and chairman Joseph Vittoria was there at the time and learned that Wesray was willing to sell the firm to the employees. So with Vittoria leading the way, the employees bought the firm through an ESOP—employee stock ownership plan—for $1.75 billion on September 25, 1987. They kept 15 percent of the stock for top managers and the remaining 85 percent for other employees.

The employee-owners took action immediately to inject some democracy into the way they ran their company. They inaugurated employee participation groups (EPGs), which meet every month at all of their field locations. Each group of employees in a category elects a representative for a one-year term. They are the quality leaders. The quality leaders then elect representatives to attend quarterly zone meetings, the semiannual regional meetings, and the annual EPG national meeting held at world headquarters in Garden City, Long Island.

“Avis always thought ‘We Try Harder’ was the first simple mission statement,” says Russell James, vice president in charge of quality for Avis, and a thirty-year employee. He says that in 1962 Chairman Robert Townsend used the phrase in a talk to the employees. It then became the backbone of their advertising campaigns, and the company’s mission statement until 1990, when they started applying for the Malcolm Baldrige Award. They decided they needed a more detailed mission statement. Vittoria refused to write it. “He believed,” recalled James, “that the mission statement had to be written by the one hundred and fifty employee groups—by area, department, and city. Let them write it and let it cascade up,” recalls James. So that’s what happened. One hundred and fifty mission statements rolled into headquarters.

Vittoria read them all, and then, four months later, wrote the corporate Quest for Excellence, reproduced here. The employee-owner representatives got a chance to review the document for final approval, and they made quite a few changes. One change, for example, was the word profitability. The employee-owners wanted it changed to employee equity, and it was.

The Avis Quest for Excellence is only one of the three documents that comprise Avis’s mission statement. It is a guide for immediate actions and day-to-day decision making. “It’s the game plan,” says James. “It’s what the 13,000 employee-owners get involved in.” The other two documents are broader and help to set the goals and priorities that will take the company where it wants to go in the future. The Value Statements are designed to help each employee see how each of the visions relates to day-to-day experience. The Vision Statement is a concise list of the three areas in which Avis will always excel: customer service and satisfaction, employee participation, and return to shareholders.

Beyond this, Avis puts together a strategic plan book every year, which includes all 150 mission statements from the EPGs along with the corporate statements. The Quest for Excellence, Vision Statement, and Value Statements are updated whenever consensus demands it.

Employees at Avis appear happy. Empowerment is handled in an organized fashion, and employees solve customer complaints at the front-line level. But they are aware of their boundaries as well, and the system works. The number of complimentary letters to Avis always exceeds the complaint letters. After all, “total customer satisfaction” is in the first sentence of their mission statement.



Barrick

A World Class Mine Operating Philosophy

Barrick Goldstrike Mines is dedicated to maintaining its position as a profitable organization and a leader in the mining industry.

In this way, we provide our shareholders a solid return on their investment, our employees with the benefits of gainful employment, and the surrounding community with a share in our prosperity.

Barrick has great respect for the environment and is committed to the protection of our natural resources for future generations.

It is our goal to work safely and efficiently at all times, thereby minimizing personal injuries, property damage, and other forms of loss. To this end, employee training and educational programs are integrated into our operations to ensure effective job performance and to foster long-term career development.

Barrick is committed to the aggressive pursuit of technological advancements for the purpose of improving operational efficiency and increasing profitability.

Success is achieved through teamwork. Activities are organized in a way that encourages our employees to work together. It is through our combined efforts that Barrick Goldstrike will maintain its position of leadership and profitability as “A World Class Mine.”

Robert M. Smith
President and Chief Operating Officer

John O. McDonough
General Manager

An Example of a First Mission Statement

Our first corporate objective was to become a leading North American gold producer and to invest exclusively in North American properties.

Our second was to achieve growth through the acquisition and development of existing mines. The acquisition phase of our early years has evolved into the subsequent development of those properties, but we are always alert to opportunities for new acquisitions.

Our third was to follow conservative financial policies, maintaining a strong balance sheet that is not exposed to the risks of the financial markets.

Our fourth objective was to eliminate the risk of short-term fluctuations in the gold price with an effective hedging program. The result is that we are not only protected when prices fall, but also benefit from the upside potential when prices rise. This conservative financial approach is the necessary complement to our aggressive business style; together they build our long-term success.



BARRICK COMMENTARY

Putting safety and security first in a risky business.

After being in the lackluster oil and gas business in the 1980s, American Barrick Resources chairman Peter Munk decided to go for the gold. In 1987 he purchased the Goldstrike Mine from Western States Minerals in Nevada for $62 million. Goldstrike was located in the so-called Carlin Trend, the richest vein of gold outside of South Africa.

At first the mine was thought to hold proven gold reserves of 600,000 ounces. However, later it was found to contain about 25 million ounces worth about $10 billion.

Clearly, Munk had made a smart purchase.

However, after looking around at other mining companies, Munk realized that there was one major flaw in the gold-mining business. When the price of the gold went down, company profits followed. Munk, a very conservative man, decided that to attract investors and shareholders he would have to solve this problem.

He announced his intention in the company’s first mission statement, which had as its fourth objective: … to eliminate the risk of short-term fluctuations in the gold price with an effective hedging program. Simply put, Barrick uses a sophisticated and extensive commodity-hedging policy that has become a role model for other mining companies to follow.

This conservative approach to mining was very different from what other companies were doing when Munk took over the Toronto-based Barrick. Prior to Munk’s arrival on the scene, gold miners often thought of themselves as gamblers and wildcatters just hoping to hit that big strike and then go into town and whoop it up. While hedging is now standard procedure with almost all mining companies, none does it to the extent of Barrick. These competitors don’t always hedge, because when the gold price skyrockets, they want to take full advantage of the upside swing. On the other hand, when prices drop they hurt deeply. Most mining companies run fiscally responsible operations, but the gambling mentality still exists.

“Munk saw gold as insurance,” says Greg Wilkins, the company’s executive director, office of the chairman. “With changes occurring all over the world, including political unrest in South Africa [the world’s largest gold producer], our philosophy has always been to use hedge products.”

Wilkins says that the company’s mission statement has been fine-tuned since 1983 to deal with the changing circumstances of the day.

For example, the first mission statement called for the company to invest exclusively in North American properties. “We’ve had to modify that,” says Wilkins. “We’re expanding into Latin America and looking at opportunities in China.”

Wilkins also says that the company’s current mission statement, now called the Operating Philosophy, takes into account the new realities of worker safety. Mining has long been considered one of the most dangerous jobs in the world, and it’s an issue that is directly addressed in the Operating Philosophy: It is our goal to work safely and efficiently at all times, thereby minimizing personal injuries, property damage, and other forms of loss.

“We don’t think any amount of gold is worth the cost of human life. Everything we do safeguards life, property, and the environment,” says Wilkins, who adds that there’s an economic side to this issue too. “It costs incredible amounts of money even for simple injuries. We try to implant in people’s minds an attitude that safety is crucial, and you can’t instill that attitude unless you make it part of your mission statement.”

As far as property damage is concerned, mining equipment is large and expensive and everyone benefits when the gear is taken care of by workers, adds Wilkins. That’s why minimizing property damage is singled out as well.

The mission statement also calls on the company to provide shareholders with a solid return on investment and the employees with the benefits of gainful employment. Profits have climbed 70 percent and the stock price soared 71 percent in 1993. By any measure, Barrick is perhaps the most successful mining operation around. Top executives make about 10 percent less than their counterparts at other companies but can make millions on stock options if the company prospers. The miners themselves can increase their average $40,000-a-year salaries an additional 10 percent if they meet quotas.

The company uses technology to keep costs in check. The mission statement calls for the aggressive pursuit of technological advances for the purpose of improving operational efficiency and increasing profitability. To this end, Barrick claims to have the most sophisticated autoclaves in the industry. (Autoclaves help separate gold from other material.)

Obviously, the biggest issue facing mining today is the environment. Although many staunch environmentalists don’t believe any mining at all should be allowed, Barrick believes that it can be environmentally responsible and still run efficiently and profitably. Barrick has great respect for the environment and is committed to the protection of our natural resources for future generations.

“Clearly we don’t want to dump a mine in the middle of Yellowstone National Park,” says Wilkins, “but we believe we can conduct operations for the benefit of our shareholders, employees, and neighbors and contribute to the overall economy without interfering with what people want to do with the public lands.”

Some detractors say this is just double-talk for “who cares what happens to some desolate areas in Nevada, where nobody wants to live anyway,” but Goldstrike’s approach is vastly different from many mining companies when it responds to critics. Instead of hunkering down and being defensive, the company becomes proactive. “We stand up and invite our critics to visit our mining operation, to see for themselves. Many environmental groups don’t want to admit that we’re running a pretty good operation,” says Wilkins. “Our operating philosophy pertaining to the environment has been key in this fight. When critics attack us, we stand up and invite them to see what we’re doing. We don’t have to scramble like other companies.”



Ben & Jerry’s

Ben & Jerry’s is dedicated to the creation and demonstration of a new corporate concept of linked prosperity. Our mission consists of three interrelated parts:

PRODUCT MISSION: To make, distribute, and sell the finest quality, all-natural ice cream and related products in a wide variety of innovative flavors made from Vermont dairy products.

SOCIAL MISSION: To operate the company in a way that actively recognizes the central role that business plays in the structure of society by initiating innovative ways to improve the quality of life of a broad community—local, national and international.

ECONOMIC MISSION: To operate the company on a sound financial basis of profitable growth, increasing value for our shareholders, and creating career opportunities and financial rewards for our employees.

Underlying the mission of Ben & Jerry’s is the determination to seek new and creative ways of addressing all three parts, while holding a deep respect for the individuals, inside and outside the company, and for the communities of which they are a part.



BEN & JERRY’S COMMENTARY

A mission statement that encourages tension.

Tension wouldn’t usually be the first thing to come to mind when thinking about ice cream, but at Ben & Jerry’s tension is what their mission statement is all about.

Ben & Jerry’s is dedicated to the creation and demonstration of a new corporate concept of linked prosperity. This means that all three parts of the mission statement—product mission, social mission, and economic mission—must be addressed simultaneously. Ben & Jerry’s will not make a corporate decision that furthers one at
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