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While many know G.L. Huyett for its cen-
terfolds in the American Fastener Journal
and its provocative Las Vegas Trade Show
booths, the story of G.L. Huyett is the
story of an experiment in capitalism, and
an exercise in corporate transformation.
G.L. Huyett was founded by a German im-
migrant in 1899, was incorporated in 1906,
and is one of the oldest continuously oper-
ated businesses in the state of Kansas.
Located in the tiny town of Minneapo-
lis, the Company is managed by Timothy
O’Keeffe, Chief Executive Officer, who pur-
chased the company in 1992. As O'Keeffe
notes, “The Company had one employee
and a bunch of junk sitting in tin sheds. I
liked the business because it was tangible,
and it was part of the Great American In-
dustrial Machine. I felt a calling with G.L.
Huyett and this experience has been a test
of my ability and the perseverance of me
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and the team.”

Under O’Keeffe's leadership the com-
pany took off.” We added a lot of new prod-
ucts, and really worked to take care of our
customers. At that time the business was
simple.” But as the business added manu-
facturing in 1999, and management struc-
ture grew, the business became more com-
plex.” We sort of hit a wall about 2008 or
2009,” notes O'Keeffe.” The first problem I
realized is that we had a cultural problem.
We were like a clubhouse, where we talked

as we liked, dressed as we liked, and treat-
ed each other as we liked. That works when
you are 15 guys in a trailer house, but to be
a professional Company, you have to carry
yourself with integrity and care, and you
have to approach the business of business
as a practicing professional.” So O’Keeffe
developed a Code of Conduct and a train-
ing program known as the Professional De-
velopment Series (PDS).

He notes: “The PDS recognizes that
all occupations can be optimized by ap-
proaching the occupation as a profession-
al practice. At G.L. Huyett, we encourage
people to carry themselves as profession-
als. The professional is a practitioner and
we have defined nine elements that make
up a professional. The elements start with
the basics — Accuracy, Completeness, and
Timeliness, or ACT. One thing you can
never do in a business is beat yourselves.

Feedback & Incentives

Setting Expectations

O’Keeffe, above, describes the challenges of turning a good company into a
great company. “We're not there yet, but were moving in the right direction.”

To prevent that, all actions must conform to
ACT”

The PDS progresses through Success
Orientation; Change Agency; and Resource
Allocation. O’'Keeffe notes that middle man-
agers and supervisors must be practicing
professionals in these traits.” Middle man-
agers have to possess mastery success ori-
entation, where they are inherently motivat-
ed to learn the business. They must execute
change and they have to be stewards of their
assigned resources.”

At the top of the Professional Develop-
ment Series is Team Development, Manage-
ment, and Leadership. O’'Keeffe: “Your top
executives and managers must be able to
lead. They must be good managers as there
is a distinct difference between manage-
ment and leadership, and of course, they
have to have the ability to build teams.”

In assessing his state of affairs in 2009,
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O'Keeffe next noted that he
had a management prob-
lem.” | realized that | was an
unskilled manager, as well
as a poor manager. | com-
municated poorly, and |
did not really understand
organizational develop-
ment.” And so O'Keeffe set
out to learn. He worked
with an executive coach
to learn how to communi-
cate better.” It has helped
me in all aspects of my
life. I have learned that
sometimes it is better to

be nice than right. I am
also a better reader of
people. I must not for-

get that | must practice
these traits, not unlike
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The core of the Professional Development Series
is in its practice. At no time can a professional be
finished or through with their effort. Professionals must con-
sistently develop themselves, be receptive to feedback or learn
from their mistakes, and then set new expectations or goals
that are beyond their current abilities. Professionalism
inpsires people to find meaning in what they do, to apply
effort, and to build value for the person, and for the team.



an alcoholic. I still have improvements to
make and I am a better person for this ex-
perience.”

O’Keeffe also set out to hire an expert in
organizational development.” I realized that
there is an entire science to performance
management and organizational develop-
ment.” O'Keeffe hired an experienced Hu-
man Resources veteran from the pharma-
ceutical industry” Our Human Resources
Director has been a resident personal train-
er and coach for our management team,
as well as a consultant to designing the
elements of our performance management
system.”

In 2010 G.L. Huyett introduced a com-
prehensive performance management sys-
tem. The system consists of development,
feedback, and incentives, as well as setting
expectations. As O’'Keeffe notes, “Probably
the kernel of the system is a formalized pay
grade and a merit increase program that
is tied to a Job Bank. We publish our pay
grades on the wall in the plant. It insures
that everyone knows what the system is,
and where they are at in the system.”

In this performance management sys-
tem, employees receive a quarterly perfor-
mance evaluation.” It is a lot of work,” says
Brian Schlachter, HR Generalist, “but this
is what is needed if you are to develop an

organization to World Class.” The evalu-
ation system ties to incentives on both a
quarterly and annual basis. Each quarter,
G.L. Huyett employees receive a profit shar-
ing bonus based on company profitability,
productivity, and performance. As O'Keeffe
notes, “People gain a lot of trust when you
open your books each quarter to everyone
in the Company. It provides a connection to
individual and team performance.”

Huyett managers have noted a change
in the culture from this move” We have
drawn closer and more intimate,” notes
David Adams, Controller, “and the financial
IQ of team members has been significantly
upgraded. Our people are better financial
managers, even at the individual contribu-
tor level, but they are also better stewards
of their own personal financial affairs.”

O'Keeffe notes, “Our people are becom-
ing capitalists. In a day and age when suc-
cess and profit have become vile words,
our people are recognizing that success is
good, and profit is a necessary resource in
a business that is required to invest in plant
and equipment, and it is the source of pros-

“People gain a
lot of trust when
YOU. Ojpen your
books to @V@E’?@Eﬁ@

perity for the participants.” Huyett’s evalua-
tions also drive an employee’s annual merit
increase.” We tie performance to pay. The
merit increase is driven by performance and
the employee’s legacy pay rate in relation to
their grade.”

“The merit increase drives self-directed
personal development,” notes Schlachter.”
As employees move up within their grade
with each merit increase, they approach
the top of their grade. Absent a promotion,
such persons will see only very small or no
merit increases, even with noticeable im-
provement in their performance. They have
to increase their skills or competencies to
gain promotions.”

G.L. Huyett has installed a personal
development planning process that en-
ables employees to plan their development
with their manager.
“Everything we do is
planned,” O'Keeffe
notes. New hires re-
ceive a written On-
boarding Plan, and
all promotions re-

quire the completion
of a specified written
plan. Currently the
Company is devel-
oping formalized
“canned” plans for
Key Account Man-
ager; Master Ma-
chine  Technician;
Procurement Tech-
nician; and Ware-
house Technician.
Notes O’Keeffe,
“We are in a remote

G.L. Huyett is working to create
a Culture of Excellence in order
to attract and retain talent. Part
of this effort includes offering

a customized healthcare plan
that features free healthcare for
employees and their families who
do not use tobacco.

location. We have a specific way

we want to do business that is not
like any other. These development plans al-
low relatively unskilled persons with sound
attitudes toward life to move through a se-
ries of progressive plans that move them
from unskilled to skilled, and thus we can
fund the people side of our growth.”

The process of transitioning a good
company into a great one comes with chal-
lenges. As changes were made, G.L. Huy-
ett experienced significant turnover. From
2010 to present, nearly every manager in the
Company has changed, either through at-
trition or from failure to perform.” The last
two years have been the most difficult but
also the most rewarding of my life,” notes
O'Keeffe.” Very few managers really man-
age,” notes Scott Longfellow, Chief Informa-
tion Officer, and one of the only senior man-
agers who have stayed the course through
these changes.” Performance management
has been transformational and we are start-
ing to see the positive results of five years of
excruciatingly hard work.”

“On another level, the turnover we have
experienced reflects a corporate transforma-
tion from the Culture of Comfort, to what we

call
the Culture of Excellence,” says
Adams.” As we have engrained ac-
countability and the planning of work,
certain persons who wanted comfort over
excellence have left the Company.” Adams
notes that in the Culture of Comfort, man-
agers migrate to titles, meetings with other
managers, isolated internal geography, and
they refrain from peaceful confrontation
with low performers.” In the Culture of Ex-
cellence we as managers are ever-present as
disciplined leaders setting standards and
providing feedback and interventions. Most
of all, there is a concentrated effort made to
the planing of our work.”

Jodee Reed, Huyett's Warehouse Divi-
sion Manager further contrasts the two

Huyett is using sign-on
bonuses, profit sharing, and
free healthcare to attract the
cream of the crop in its locale,
and across the industry.

cultures:
“In the Culture of
Excellence, a comfortably-seat-
ed forklift driver gets off the forklift and
fixes the pallet. In the Culture of Comfort,
he stays on the forklift, only to watch a box
fall off the pallet, break up, and toss thou-
sands of parts onto the floor. In the Culture
of Comfort, it is perfectly acceptable to
waste time picking up parts because of an
“accident.” In the Culture of Excellence, this
is not acceptable and you will be held ac-
countable”

To further support the Culture of Excel-




“Im the past two
years, wage andl
benefit
incre
average of 28%.”

lence, Huyett has engaged in an “Employer
of Choice” initiative. Brian Schlachter ex-
plains “We want to be the first choice of
employees in our locale, so we are moving
to formulate a culture and menu of benefits
that optimizes our attractiveness to poten-
tial recruits.” In the past few months Huyett
has introduced HuyettCare™, a health and
wellness program that offers free health in-
surance to eligible employees. Coupled with
the Merit Increase and Profit Sharing pro-
gram, general wage and benefit growth have
increased an average of 28% among the per-
forming population of the Company in the
past two years.

While these programs come with a cost,
the corporate transformation at G.L. Huyett
has brought business results. Adams indi-
cates that for the first time in history, G.L.
Huyett is debt free, has seen high growth
rates return, and the Company has remained

profitable. “As a
CPA, 1 rarely see
clients perform at
this level, so the
work that we have
done to transform
the culture has
translated to busi-
ness results. Our
service level num-
bers are better.
Our financials are
better. Everything
is much better.”

While you may
have expected to
read about parts
and processes in
this article, the

Training is a vital part of the development process. G.L. Huyett
employees receive written training plans at hire, and are encouraged
to work through personalized development plans to gain promotions
and move up within the pay grades in its job bank.

story of G.L. Huyett
is a story of people, and as O’Keeffe notes,
“We are not a fastener business. We are a
people business. Our business mission is
to provide a Way of Life for our employees
and our customers. We are the Purveyors
of a Way of Life” He adds, “We still have a
ways to go to meet our standards of excel-
lence. But I now think we have a system to
get us where we want to go, so that our fu-
ture is more under our own control. We have
greater command of our destiny as we seek
to become a great company.”

Today with over 100 employees, more
than 600 product lines, and over 95,000 dif-
ferent parts, G.L. Huyett seems poised for
a bright future, and more importantly, is a
story of American capitalism and the ef-
fort that entrepreneurs and managers must
bring to create successful enterprises.” Mak-
ing the effort to move from what I hope is
a good company, to someday being a great
one is the hardest thing I have ever done/”
says O'Keeffe.
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We embrace a Culture of Excellence that
puts the interests of our customers and our team
members ahead of the individual. Employees
and management work together in a respectful
environment to develop systems with patience
and fortitude with the goal of building a world-

expectations of our customers. We call this our

“Way of Life” and invite you to become a part of it.
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P.O. Box 232
Exit 49, G.L. Huyett Expressway

1215 East 8th Street w w W. uu yETT. COM
Minneapolis, KS 67467

785-392-1000

| | | [ * Free health insurance is available to non-smokingiemployees and their families.
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