
David Coleman

Finance Business Partner and Continuous Improvement Leader

Goodyear Tire and Rubber Company
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Starts With 

Caring………Safety

To Create a Safe 

Accountable Environment



People don’t know what 

happened and how?

Leading On The Edge

Feels like a cult

Autonomy



Supplier of NASCAR 

(National Association for 

Stock Car Auto Racing)

Promote 

Goodyear 

brand (1,000 

visitors per 
year)

Supply NHRA (National Hot Rod 

Association) and other race tires



A Story Begins



Business History

• Manufacturing began in 1916

• Unionized in 1935 as Rubber Workers Union Local 

#2 later merging with United Steel Workers in 1997 

becoming USW Local #2L.

• Supplier of NASCAR tires for 66 Years



Outside View

• 5 Manufacturing directors in 5 years

• 5 years of declining volumes 

• The worst safety record in the world for all Goodyear manufacturing businesses

• Salary associates considered it one of the worst places to work

• We were labeled as having the worst union relationship in 

Goodyear with the toughest most difficult union president

• Associates did not want to be transferred to our business



• It was much worse than just an unengaged team, hourly workers had 

given up hope and both sides were very negative

• With no trust there was animosity

• Our union leaders would avoid standing next to management, especially 

on a stage like this for fear of appearing united and betraying the trust of 

the union

• Our company did not offer us the consultant support that was offered to 

our sister businesses

Inside View



Inside View

• 3 to 1 ratio of chairs to associates

• No trust - No expectations – passionate are silent or negative

• Poor housekeeping and upkeep

• Proud unengaged / resistant work force

• Excluded from corporate operational initiatives

• Committee fights - safety

• Called “a broken” business



My Mindset Coming In

“Not coming to be miserable”

“Not coming to count brass hammers”





• We knew what needed to be done, we just have to do it.

• Why can’t we be the plant where people want to work?  The best 

place to work?

• Why can’t we be the plant of choice for tours right next to our 

Corp headquarters?

• Why can’t we be the plant that demonstrates lean practices and 

sends out disciples?

• Why can’t we brand the Goodyear name?

• Why can’t we be united and a team with our union associates.

• We wanted to create a safe accountable environment.

Commitment to change



Case For Change
Strategy Roadmap

Operating Principles

Management Systems Gap Analysis



Culture Model



Culture 101



Alison Doyle, Company culture is the 

personality of a company. It defines the environment in which 

employees work. Company culture includes a variety of 

elements, including work environment, company mission, 

value, ethics, expectations, and goals.

Intelligence?

https://en.wikipedia.org/wiki/Edward_Burnett_Tylor
https://en.wikipedia.org/wiki/Culture#cite_note-FOOTNOTETylor19741-1
http://www.businessdictionary.com/definition/model.html
http://www.businessdictionary.com/definition/style.html
http://www.businessdictionary.com/definition/business-operation.html
http://www.businessdictionary.com/definition/company.html
http://www.businessdictionary.com/definition/staff.html
http://www.businessdictionary.com/definition/employee.html
http://www.businessdictionary.com/definition/deal.html
http://www.businessdictionary.com/definition/client.html
http://www.businessdictionary.com/definition/customer.html
http://management.about.com/cs/generalmanagement/g/culture.htm


“Dear General: We have met the 
enemy and they are ours.”
The immortal message Commodore 
Oliver Hazard Perry (1785-1819) 
American Navy officer sent on 
September 10, 1813 to U.S. General 
William Henry Harrison about the 
Battle of Lake Erie.

Full Ownership and Autonomy 

http://www.eriemaritimemuseum.org/maritime_museum/History/battle_of_lake_erie/Commodore_Oliver_Hazard_Perry.htm
http://www.thisdayinquotes.com/2010/09/we-have-met-enemy-and-they-are-ours.html


Point B

Point A  

Where we are

Point B 

Where we want 

to be



Point B

Knowledge does not make best decision or 
change habits

Culture trumps intelligence….It is all about the 
Culture

- Bob Bubb

- The Mensa boss

- My son Mike



Colors

Leverage The Full Value of a Team 
/ Culture

Sounds 

Words Work 
Harder

Blue



...Think About The Way You 

Think…And How You Influence Others 

To Think
“It is not the critic who counts; not the man who points out how the strong man stumbles, or where the doer 

of deeds could have done them better. The credit belongs to the man who is actually in the arena, whose 

face is marred by dust and sweat and blood; who strives valiantly; who errs, who comes short again and 

again, because there is no effort without error and shortcoming; but who does actually strive to do the 

deeds; who knows great enthusiasms, the great devotions; who spends himself in a worthy cause; who at 

the best knows in the end the triumph of high achievement, and who at the worst, if he fails, at least fails 

while daring greatly, so that his place shall never be with those cold and timid souls who neither know 

victory nor defeat.”  Theodore Roosevelt

Think About 
Your 

Thinking

Norman Vincent Peale,  ‘The Power Of Positive Thinking’. 

How Do You Engage Others In Thinking And Actions?



Think small -
Individuals

The 
paramecium 
experiment

Think big  

Our 
mindset is 

controllable 
and impacts 
everything 

that our 
entire 

culture

The entire 
system.



The Culture becomes a team when there are core 

beliefs and a foundation of Trust and Respect 

that directs the energy towards the team’s goals

• Selfless is selfish• Look for strongest team not weakest link

• Power of dreams...common dreams.

• Iron sharpens iron

• Compete against competitor not each other.

• Fire in stomach not pit.• Your best 300 people not 300 best people

• Turn the other cheek not eye for an eye

• Fail small but often …Recover….not fear of mistakes

• Many small wins

• Leaders not blocking or absorbing the light



What is our discomfort strategy?

How do we get better at doing       The Right 
Things       For The Right Reasons The Right 
Way?



Beliefs create feelings about 

others and propel Behaviors

All encounters matter…if anything matters, everything matters……..It matters………..What you 

think?……………How you feel about what is happening?...........What do others feel?........ All encounters 

matter….Who, What, When, Where and How



Ask Questions …The Right 
Questions...Seek to 

understand…Improve ability to make 
the right decisions that get us to 

continual improvement?

Many tools that help us focus on understanding “how things work” first

A3

Electronic Deposit

TXD
1) Desired work was hard and out of process
2) Unsafe / high workers comp
3) Wig wag appearance was misunderstood
4) Customer value misunderstood
5) Goodyear value misunderstood $.27/lb. vs. $.03
6) Confidentiality misunderstood

Enabled $1M cost savings

Busting 

Myths



How Do We 

Meet Goals 

…In A Way 

That Builds A 

Foundation…S

o We Continue 

To Improve 

And Hit Higher 

Goals



All 

Encounters 

Matter



Values, Knowledge, 

Perceptions, Feelings, 

Behaviors

Intentionally 
Change

Create 
Our 

Destiny



In the third year and forth year into our journey

• Our leadership now offered to have the consultants help us

• They suggested that we apply for Shingo or AME

• We decided to stay focused on improving our culture and processes 
without the consultants that were working with our sister plants and not 
apply for Shingo or AME



After all the initial work, where 

did we assess our culture 

maturity?



Culture 201



Where we want 

to be

Where we are –

more 

understanding and 

application

Point A

Where we 

wanted to be

Continuous 

Navigation

The One and Only

Where we 

began – earning 

the right

Point B





Culture Importance World Wide



Culture Importance World Wide
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Good people?

Continue To Earn The Right 



Inside View Changing



Engagement



Branding Our Plant



Processes With Engagement



Daily Management Systems



Safety stand down 

incident

Outside View



Getting Help From A 75 Year Customer



Don’t have to put 

name on cards.

Outside View



Outside View



Outside View



Outside View



Inside View
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Outside View



Our Pearl Was Our Culture



Inside View

After 5 years of navigating deliberate 
changes towards a better place, 4 of 
us took the stage in San Diego 
representing the only manufacturing 
business in NA and one of only 4 
plants in the world in 2019 to receive 
the AME award.  The four of us as 
partners Tom McIntosh (union 
chairman), Rick Nixon (USW President 
Goodyear ICM) Matt Kelly (safety and 
wellness leader)and Dave Coleman 
(finance business partner and CI 
manager) represented a team that 
made this happen.  No one person or 
layer of people build winning cultures 
all individuals matter.

Inside View



Outside View



What Transformed?  

• Leadership

•Work Environment

• Employee Engagement 
Worst Goodyear 

World Wide Safety 

Incident Rate 

“Broken” 

AME Award



- Care – vulnerable and uncomfortable

- Safety and housekeeping a priority

- Stop bargaining.  Do what is right.

- Set expectations (right to swear / hives .. get over it)

- Creative / Innovative

- Break rules / silly rules (Name on card)

- Closed loop accountability (stop pretending)

- Make USW president a hero (only a hurdle)

- Conscience in organization (Courageous?)

What Needed Done



Biggest Challenge?

Building A Culture With Trust 



All encounters matter

Some times vulnerable….

Not always comfortable…

Pick Your Battles….it’s not about who wins

What is hard about building trust?



MutualRespect

ValueDriven
CustomerObsessed

Transparency

HighPerforming Trust

EngagedRecognition

Alignment

Wellness

ProblemSolving
Integrity

Fun
Safe

Learning

Systems Thinking

(104/19%) High Performance / Management Systems Thinking

(91/16%) Respect/Integrity/Trust
(87/16%) Communication/Transparency
(77/14%) Learning organization
(39/7%) Accountability
(35/6%) One TEAM

(33/6%) Jobs and job security/More business

(31/6%) Recognition

(28/5%) Listening and Problem Solving

(17/3%) Wellness and Safety
(13/2%) Treated Like a Person Not Machine

What did we say?



"Excellence is an art won by training and habituation. We do not 
act rightly because we have virtue or excellence, but rather have 
those because we have acted rightly. We are what we repeatedly 
do. Excellence, then, is not an act but a habit." — Aristotle

Why don’t all companies have a high 

performance culture?

Because it is HARD WORK! ..... HARD for 
individuals at all levels to break bad 
habits ………even HARDER WORK to 

develop new habits.



The Hard Work

60

Communication/Transparency (87/16%)  

Learning organization (77/14%)  

Respect (91/16%)

Caring / non-swearing / clean/morale / listening / humble / fair / non-blaming / 
honest / trusting and trustworthy team both salary and hourly, managers and 
non-managers. 

Well informed team with clear, transparent, honest and respectful communication 
flow. 

Not reinventing the wheel / more knowledgeable management / rotate 

and utilize knowledge of employees / better new associates training / 

improve all training / use floor input / need to better utilize skilled 

trades / and more x-training. 

– Round tables

– Behavior focused performance 
management process

– Weekly Union / TTL discussion

– News letter

– Huddles

– Boards and monitors

– Center of excellence

– Center of Excellence

– ICM curriculum

– Specialist positions



What did you do and how? –

Take Away

It is like a cult –

Autonomy – Take full ownership

Engage the team

Create something special

Expect It To Be Hard Work



Leading a 
Culture 

Transformation
is a Continuous 

JOURNEY



USW PRIDE VIDEO

Inside View



Thank You!

Your opinion is important to us!

Please take a moment to complete the survey using the 
conference mobile app.

Session No: WS/30

Leading A Culture Transformation

David Coleman

Goodyear Tire and Rubber Company

David.coleman1168@gmail.com


