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The Job
If you are reading this newsletter, there a good
chance that you have read it in the past, and
find it of value. That’s the way we get our
information…selectively.
So if you’ve read Reaching Higher or SAMI
Times in the past, you will recognize that we
in SAMI are always looking to improve our
methods, always looking to find a better way to
sustainability and results.
One of our clients is a leader in developing
unconventional oil and gas plays. They are smart
and move quickly. Their head of engineering
recently did an internal study of expected hiring
based on current levels of productivity, and the
number of wells they would be drilling in the next
five years. The number of engineers they would
have to hire based on straight-lining current
operations was staggering—not to mention the
cost of training them, managing them, and paying
them. If they were even available to hire!

He wants a “revolution” in how they do work,
and asked SAMI how we would go about helping
them. Evolution will never get what they want
to achieve, even with the best systems and
compliance.
Our answer: it all comes down to the JOB.
Some background.
All of our clients and prospects want to improve
on a continuing basis. In spite of the lack of
results, they continue to launch “initiatives”.
Among these initiatives may be:

• Behavior-based safety
• Six Sigma
• Asset Integrity
• SAP implementation (and reimplementation,
and reimplementation)

(click to continue on page 2)

The Opportunity at “Greenfield”
Another of our clients is reaching into unknown
territory. They are investing heavily in a
greenfield operation completely outside of their
core business; few in the company have any
experience in this new venture area. The new site
is nearing completion while we are assisting them
in the development of operating procedures and
functional business processes, and the methods for
managing the operation. Their lack of experience
in this industry is compounded by the fact that the
operations executive responsible for the day-today success of this venture has no real operations
experience. He is a fully capable person, highly
intelligent with the potential to be very successful.
He is very interested in the concepts and
application of the development of a performance
culture but doesn’t quite understand what his
role needs to be in its development. Last week
we were discussing how best he can instill the
proper behaviors in his operation as the cultural
foundation. “Culture” is the operative word here;

as they are hiring people from a multiplicity of
other companies and operational styles, there is
a unique opportunity here to establish the right
culture from the beginning rather than trying to
retrofit new cultural principles into an established
and ingrained “way-of-doing-things”. However,
to do so will require that he plans his course
to work at the very foundation elements that
underlie this concept.
Since this client was not an operations type we
focused on the role of leadership in the formation
of the operational culture. We know that if left
left unguided, the operation will establish its
own culture, and form a subset of systems and
micro-systems made of the experiences of those
being hired and what they bring from their former
employer’s cultures. This sum culture may or
may not be the desired end state. With the proper
up-front guidance and influence on shaping the
behaviors and on-the-job values for the team, the
(click to continue on page 3)
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• Overall equipment effectiveness

reasons!

• Maintenance improvements

1. Companies wrongly believe that KPI’s
drive behavior change. They do drive
behavior change of course, but not the ones
they want to see. The largest result is that
people learn to make the KPI’s look good!
Why? Are they bad employees? No! They
simply don’t understand the underlying
processes and behaviors well enough to
know what everyone is supposed to do to
get the improvements. They don’t design
the JOB.

• Operations improvements
• Outsourcing
• Cost reduction programs of various types
• Training
• Reliability engineering
• Engineering consolidations
• And so on
The common theme of these initiatives is to
get a little better. As one of our best clients
said, “We have many initiatives that ramp
up for six months, and then seem to fail to
be sustained”. We mostly see companies
agree that there have been “great successes”
though not measured or sustained, and
move on to the next initiative.
Why do these initiatives fail? So many

2. Companies believe that training will
change behaviors. ‘Yesterday I thought I
knew what I was supposed to do. Today
I went to training, and found out that I’m
doing things wrong. Tomorrow I go back
to my job, and nothing is different…except
I know I am failing.” That’s the result of
training—making our employees unhappy
with the JOB, without the means to see
how things must be different
3. All initiatives are trying to get people to
change some aspect of the way they work.
Typically each of the 10-15 initiatives in the
company has an executive sponsor who is

pushing for results for his pet project.
What the field sees is many different project
teams coming out and exhorting them to
make certain things very high priority for
change. Their time is taken in training,
often several different kinds of training
in a month. The guys with the least
education and conceptual ability are asked
to integrate all the aspects of the JOB. Our
vice presidents who sponsor the initiatives
aren’t wise enough to create a single JOB
description that encompasses the whole of
the changes. So can we expect the hourly
worker to do better?
We at SAMI have become serious observers
of work CULTURES. The culture is passed
along from worker to worker. Cultures
modify the people who join them—very few
people even at the highest levels, modify
the work cultures they are responsible for.
Initiatives that are launched in companies
will always be modified to conform to the
culture, unless there is a recognition that
the culture must change, and a conscious
program is set out to change the culture.
A culture is best measured by the set of
collective work behaviors of the people in
the company, at every level of operation.
The JOB is what people do every day,
and the context of the job is the cultural
expectation of how they will do it.
Very simply, if you want to improve
performance, you need to redefine the JOBS
people do. If the change isn’t fully designed
around the new job concept, if people
aren’t coached around how to perform
their new job definitions, then the change
initiative will fail. If we are honest, we will
recognize that most do—fail.
In our next issue, we’ll discuss how we
design the work revolution by inverting the
pyramid, and looking at the work people
do.

Brad Peterson
Chief Executive Officer
bpeterson@samicorp.com
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The Opportunity at “Greenfield”
foundations for new culture creation exist.
This is the golden time in the evolution of
the organization to get things right from the
beginning.
The trick is where to start…
The foremost process that provides the
operation the rules for “how-we-do-things”
is the Managing System. It contains all
of the elements for communications, goal
setting, information flows, accountabilities
and responsibilities, review processes,
measurements, meeting structures and
reward systems. Getting these foundation
elements set in motion correctly will
provide the structure that the new
organization needs to perform their
jobs efficiently while providing a strong
message on “how things are done here”.
As we discussed these elements there was
a hesitance on his part in embracing the
concepts; this was somewhat contrary
to his style of management as it required
a daily discipline in multiple areas such
as protocols for holding meetings with
TOR’s, agendas, action lists and follow-up
requirements. Apparently his methods were
more casual in that he fully trusted that
his people would follow through on items
discussed, occasionally finding out that this
failed with disastrous results. Discipline
around a managing system was in our
opinion the strongest set of signals that he
could send to the organization; discipline
is one of the foundational elements of a
performance culture; the “plan-do-reviewact” is at its essence. The managing System
is not a singular process; in any operation
there is a hierarchical set of these systems
in place used to manage different parts of
the business, flowing information both up
and down, a requirement for each level of
the organization to communicate and make
proper decisions.

need for proper measurements, for the
development of roles and responsibilities
that are clearly communicated to the full
organization, and for follow-up review of
results on a near term frequency. The need
for both leading and lagging KPI’s was
emphasized in the discussion since in past
managerial positions he relied mainly on
month end results. Weekly KPI reporting
and review sessions are needed feedback
to the organization to tell them how they
are doing against their goals. Waiting until
the end of the month is too late to make
corrections providing feedback 12 times
a year, which is hardly enough to correct
deficiencies in a timely manner.
In the final analysis, the proper managing

system designs are taking place at this time
and will be installed as the facility finalizes
its commissioning phase and begins full
operation.

Ralph Headding
SVP Operations
rhedding@samicorp.com

(click to return to page 1)

Our discussion moved on to the role of
measurements: KPI’s and KRA’s. The classic
debate ensued on whether KPI’s drive
behaviors or behaviors drive KPI’s as Brad
mentioned in his discussion. It is sufficient
at this point to say that we agreed on the
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News & Events
SAMI has been accepted to present
“Measuring Behaviors The Key to
Performance Excellence” at ADIPEC in Abu
Dhabi UAE November 10th-13th 2013
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