	Bama's Mission Statement "People Helping People Be Successful" is the heart of their business.  This simple but powerful statement encompasses the expectations of how they treat their employees, customers, suppliers, community and owners.  Their company was honored with the OK Ethics Compass Award in 2007 and they have maintained their strong commitment to ethical behavior. Training and a deep personal commitment among the employees has resulted in their core values of Trust, Respect, Patience, Humility, Loyalty, Courage, Integrity, Kindness, Encouragement, Forgiveness, and Quality becoming manifest in their culture on a daily basis in most every interaction.   The Selection Team was not only impressed with Bama’s values, but also their practices which involve a deliberate focus on EQ (or emotional intelligence) and the use of a systematic Courageous Conversation process.




The Bama Companies
a) The Bama Companies is an innovative manufacturer of wholesome bakery products serving the Quick-Service and Casual Dining markets. Bama’s three main product categories are hand-held pies, biscuits and pizza crust.  We serve over 20 countries from four production facilities in Tulsa, Oklahoma and three in China.  Bama develops and maintains long-term partnerships with customers such as the #1 hamburger chain, #1 pizza chain, #1 Mexican chain, #1 casual dining chain, and the #1 retailer in the world.  Our business relationships and products represent excellence in quality, safety, taste, value and honesty around the world.  Bama received the 2007 OkEthics Compass Award, and the Malcolm Baldrige National Quality Award in 2004, and is the recipient of many other state, local and customer recognitions.

b) For Bama, it’s all about “People Helping People Be Successful!”   Our core ethical values are built upon the solid foundation of the Golden Rule; do unto others as you would have them do unto you.  Whether they are dealing with customers, suppliers, employees, owners or the folks in the communities in which we operate, Bama believes it is “doing the right thing” when our people are focused on making other people successful.  The following carefully selected eleven traits set forth our core values: Trust, Respect, Patience, Humility, Loyalty, Courage, Integrity, Kindness, Encouragement, Forgiveness, and Quality. 
c) The three most significant practices Bama uses to reinforce ethical behavior are: 1) a strong and deliberate focus on EQ (or emotional intelligence), 2) the use of a systematic Courageous Conversation process, and 3) striving to personally integrate our mission and values into the hearts of our people through training and continuous reinforcement.
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In-house Counsel
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Tulsa OK 74104
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I. Leading with Integrity:

Leaders are expected to set the right tone for ethical behavior to flourish in their organizations.  While latter aspects of this application will gauge additional methods used to promote an ethical culture, this section specifically focuses on leadership.
 

a)
How does your company hold managers accountable for ensuring that integrity is an integral component of your company’s success?

Bama’s culture is founded on “doing the right thing.”  Our organization’s mission statement – People Helping People Be Successful – established in 1992 by CEO Paula Marshall – is at the heart of that foundation.  This simple but powerful statement encompasses the expectations of how we will treat our employees, customers, suppliers, community and owners.  Further, it defines that we will accomplish this in a way that means success for all that we touch.  Additional clarification of the environment promoted by our leaders is provided in the list of “Bama’s Rules” (Section VII, Tab 1, page 23).  This short list of 12 items is expected of every Bama employee and includes specific requirements that reinforce an environment of the behaviors we value, including:

· We will act in ethically and socially accountable ways.

· Product quality and product safety will not be compromised.

· Human safety will not be compromised.

· Strategic planning will be conducted in the open.

Getting this message to our leaders and managers is accomplished through training and reinforcement.  Training approaches include 1) a mandatory annual ethics education module, 2) on-going training in Emotional Intelligence (i.e., Emotional Quotient or EQ) which includes an emphasis on personal integrity, and 3) our integration process for new employees (Section VII, Tab 2).  Integrating new Change Agents (Bama’s term of anyone in management) into our culture is so important to us that they spend eight (8) days in Integration Training before actually starting in their new job.  Reinforcement approaches include the use of our recognition system, specific linkage of our mission, and rules in any type of training we provide, and the common language that is part of our culture.  Additional reinforcement occurs because of our open culture in which anyone may challenge or confront the actions of others.  We also conduct group “Red Team” (Section VII, Tab 3) exercises to assess decisions and proposals to identify potential failure modes and consequences.
Measurement and control methods include the use of a personal EQ assessment which is a part of the annual process of creating Individual Development Plans (Section VII, Tab 4) and a 360° assessment (Section VII, Tab 5) for all Change Agents.  A formal complaint policy and process is available to all employees and is administered through the People Systems Team (known as Human Resources in many organizations).  Any report of potential illegal or unethical behavior is investigated by the People Systems team or Legal Services department.  Resulting actions may range from no action through disciplinary action up to and including dismissal and legal action based on the findings of the investigation.
Assessments of business and personal performance are Bama’s primary methods for evaluation of senior leadership and Change Agent performance as it relates to ethics.  Relevant business performance assessments include audits of compliance to financial (using GAAP standards), operational (including food safety, quality and American Institute of Baking standards) and regulatory requirements.  Bama has a long history of compliance with OSHA, EPA and ERISA requirements.  Compliance with bank covenants is another indicator of senior leadership performance.  
Personal performance evaluation as it relates to ethics is accomplished both formally and informally.  Formal assessment methods include the EQ self-assessment, the 360° Assessment (Section VII, Tab 5) and their review with the individual’s boss as they are integrated into the annual Individual Development Plan.  Informal evaluation is provided by any and all who are in contact with these leaders:  When a concern appears, Bama provides a method for having what we call a Courageous Conversation (Section VII, Tab 6 and reference Section III) with another person.  Employees are trained in how to have Courageous Conversations and an EQ coach provides additional support in the development of these interactions to anyone who requests help.
b) What indicators do you use to determine the effectiveness of your management team’s endeavors to promote ethical behavior?  In other words, how do you know the efforts are truly working?

Senior leaders use the results of the evaluations described above through application of the basic Plan-Do-Study-Act problem solving model.  First they study the findings, results, or inputs, then determine what appropriate action should be taken.  A plan is developed and executed and the outcomes are studied to determine the level of success.  These may be integrated into the Individual Development Plan to reinforce the accountability to their boss and to People Systems.
II. Cultivating an Ethical Culture:

Rules are not enough to promote good conduct in an organization.   Companies must build and continually reinforce a culture that promotes integrity in the workplace.  

a) Please provide a definition of ethical behavior as it relates to your particular organization.  Explain how you ascertained your definition.

The definition of ethical behavior at Bama is fully encapsulated in our organization’s living mission statement: People Helping People Be Successful.  (Section VII, Tab 1, page 4)  Our ethical foundation is built upon the solid foundation of the Golden Rule: do unto others as you would have them do unto you.    At Bama, it’s first about the most valuable beings on the planet: people.  Whether they are customers, suppliers, employees, owners or the folks in the communities in which we operate, Bama believes it is “doing the right thing” when our people are focused on making other people successful.  People Helping People Be Successful was first coined by Paula Marshall, a Bama Owner, in 1992 as the overall mission of the company.  This made perfect sense because it reflected what the culture had already evolved to and continues to be today.
b) Please describe any codes, principles or values that are inherent in your organization.  

1. What steps does your company take in the selection process to ensure that new recruits’ values are consistent with that of the organization?

We believe that life is governed by certain natural principles or laws which are constantly at work [i.e., the laws of gravity and physics, the law of the harvest (you reap what you sow), etc.].  The following carefully selected eleven traits set forth our core values: Trust, Respect, Patience, Humility, Loyalty, Courage, Integrity, Kindness, Encouragement, Forgiveness, and Quality.   The processes used to ensure that Bama’s ethical culture is consistently reinforced include pre-employment and on-going random drug testing and an extensive interview process for hiring internal and external candidates with a focus on EQ skills relevant to personal behavior and character development.  As part of the extensive interview process a “team interview” approach is taken where candidates are interviewed by multiple Bama personnel with a focus on whether or not the candidate is a cultural fit with Bama, and to review their personal integrity.
2. What is your process for ensuring that the organization’s values are embraced by new employees?

Training and deep personal commitment among our employees has resulted in these values becoming manifest in our culture on a daily basis in most every interaction, so much so that even minor infractions are quickly called out. We are highly sensitive to living these values and “doing what’s right”.  For example, individuals who join Bama purely for personal gain, and are not willing to help others be successful (showing a lack of integrity and humility), find that the organization has the courage to address this behavior through Courageous Conversations (Section VII, Tab 6) using the Intent-Behavior-Results (IBR) model.
Additionally, Dr. Stephen Covey’s 8 Habits of Highly Successful People (Section VII, Tab 1, page 15), Dr. Edward Deming’s Fourteen Obligations of Management (Section VII, Tab 1, page 12), and Robert E. Staub II’s 7 Acts of Courage and Heart of Leadership (Section VII, Tab 1, pages 18-21) act as the three legged stool supporting further teaching on the Bama core values.
c)
Describe any other processes that your company may have in place to ensure that an ethical culture is consistently reinforced.  In sharing these examples, please provide measures the company uses to determine the effectiveness of these processes.

All new employees are required to complete comprehensive Integration training before starting in their new role (Section VII, Tab 2).  Further, existing employees go through refresher Integration classes.  Finally, Bama’s personalized Individual Development Plan (IDP) (Section VII, Tab 4) process ensures that employees are developing not only their IQ skills, but their EQ skills as well.  It is this ongoing EQ focus that reinforces our ethical culture of People Helping People Be Successful.  When issues do arise, Courageous Conversations and the IBR model are among the tools used to address these matters.
Bama uses a comprehensive battery of measurement tools to determine the effectiveness and results of our ethical cultural.  First, we consider historical compliance with the rules and regulations of our industry and our customers.  These include the results of a variety of third party audits including financial, food safety, human safety, sanitation, OSHA, Department of Labor, manufacturing and customer social accountability audits.   Bama has never had a significant violation which would cast a shadow on our ethical practices.

Over the years Bama has employed a number of additional tools to measure effectiveness in this area.  These include, but are not limited to, organizational and departmental Employee Satisfaction Surveys (Section VII, Tab 7) and EQ self assessments. 

d)
How does your organization recognize and/or reward those employees, customers, vendors or partners who have gone “above and beyond” in their demonstration of highly ethical principles?

Bama verbally recognizes our employees through our corporate and facility communication meetings and regular staff meetings with an open time during the meetings to recognize each other for going “above and beyond”.  Bama utilizes Bama TV (“BTV”) – a weekly rolling power point presentation on the facilities break room televisions, and then sent to all Bama email - to recognize individual and team accomplishments. Team dinners are given for meeting safety and department goals. 

Further, the Paul Marshall Excellence Award (named for our founder – Section VII, Tab 9, Page 4) recognizes suppliers and service providers for quality, service, value and sustainability.  These companies are recognized at the Bama Annual Charity Golf Classic that benefits our BamaAid program (Section VII, Tab 10). Beyond this, high ethical standards are the “greens fee” for doing business with Bama. 
e) How does your company monitor and respond to breaches of ethical behavior?

Bama employees, customers and suppliers are required to sign confidentiality agreements.  Due to the competitive nature of the food service business there is significant supplier and customer proprietary, sensitive and confidential information that must be protected.   Breaches of ethical behavior are serious issues and we deal with them in a speedy and appropriate manner.  Bama’s Supply Chain embraces the Principles and Standards of Ethical Supply Management Conduct, as defined by the Institute for Supply Management (ISM).
Ethics monitoring methods include; daily conduct observations, suppliers and customers’ feedback, financial audits and reviews, lender compliance, customer audits, third party quality audits, environmental audits, external legal counsel, the Malcolm Baldrige process feedback, the internal employee complaint process, and an open door policy for all employees.  We conduct Courageous Conversations (Section VII, Tab 6) both internally and externally when the potential for ethical breaches are identified to preclude the need for a subsequent more vigorous response.  Ethics and Non-Harassment training is required of all change agents and purchasing employees.  

When Courageous Conversations do not achieve their objectives and ethical behaviors are breached in any way, and an incident is identified and reported, the following process is initiated: 


1) Gather facts by interviewing the subject, alleged offender and potential witnesses


2) Document and analyze the information


3) Form a conclusion and an action plan 


4) Advise all parties of the findings and of the action plan 

5) Implement the plan which may range from no action, to suspension, probation, termination or filing legal action.
III.  Forthright Communications:

Transparency is a term that has broadened beyond the standard reference to accounting procedures.  


a)  How does your company demonstrate open/transparent communication occurs throughout the organization? 

Throughout the Bama “family” open communication is encouraged. Communication between our employees, customers and suppliers is critical to Bama.  It is supported by our relationship philosophy and a culture based on integrity and trust in keeping with Bama’s EQ culture.  

Ensuring consistent communications throughout our organization is accomplished through monthly communications meetings with our team members.  These meetings are hosted by our Executive/Vice President team and contain business updates, customer updates, facility updates and financial updates as well as health and wellness updates.  

Every Communication meeting is started with a “What’s on Your Mind” session to solicit questions from our team members regarding any additional updates they may desire.  What’s on Your Mind sessions are deployed at all levels of the organization from the plant floor to our Executive meetings. 

Another avenue that Bama utilizes to ensure consistent communication is Bama TV (Section VII, Tab 8).  Bama TV is a weekly multi-media electronically streamed broadcast that deploys company information throughout all Bama facilities.

Facility Influencer Teams comprised of team members from different areas of the organization are also utilized to deploy information and solicit feedback throughout the organization.  

b)  How has the effectiveness of these communiqués been measured? 
Over the years Bama has employed a number of tools to measure effectiveness in this area.  Employee Satisfaction Surveys (Section VII, Tab 7) have been conducted on various aspects of communication levels among team members.  As a result of the above mentioned communication methods being implemented and deployed, communication scores were among the most increased scores for the last deployed survey (Section VII, Tab 7, 2009 PowerPoint Results, page 3). 

IV. Corporate Social Responsibility:

According to the Baldrige criteria, opportunities to support key community efforts are available to organizations of all sizes.  The Selection Team will be interested in initiatives that go well beyond regulatory compliance.  

a) Describe your company’s strategy with regard to issues of social responsibility or corporate philanthropy.  In other words, how does your company identify which community activities to support?

A culture of service is nurtured and cultivated at Bama. Service to our customers, our suppliers, our employees and to the community is a part of our mission of People Helping People Be Successful.  Bama’s spirit of giving has a far reaching impact on the community and the organization’s culture.  Financial contributions and employee volunteer service are all factors underlying Bama’s position as a top manufacturing contributor in Tulsa. Our goal is to tithe our time and money to the community with a primary focus on issues involving women, youth, education and our employees.  Bama has set a goal of giving 75% of its financial giving to organizations that support this strategy.

Bama also considers its own employees as the “community” for social responsibility.  Internally Bama supports our Bama families with our BamaAid (Section VII, Tab 10) programs and our Health and Wellness initiative.

For our Health and Wellness programs, when deciding on our community strategic partners, we look at the areas of health that affected our team members the most. Our medical data shows that our Bama families have significant issues in cardiovascular health, nutrition, and diabetes. We then partner with community organizations with focus in these areas. These partnerships not only serve the community, but help Bama reach our health and wellness goals by providing educational and service opportunities in these key areas.

b) What has been your company’s direct impact on the community?  In other words, please state how your organizations’ involvement has made a difference. Provide an overview of:

i. Your company’s involvement in the community

Bama contributes to and volunteers with a wide range of organizations and activities (Section VII, Tab 11) with our primary focus. Organizations include; YWCA, Y-ME National Breast Cancer Organization (briefly known as Breast Cancer Network of Strength), Ronald McDonald House Charities, Partners in Education (partner schools; Lanier Elementary and Wilson Middle School), Street School, Dress for Success, Big Brothers Big Sisters, Community Food Bank of Eastern Oklahoma, 12 & 12 and many more. Bama also supports the Tulsa MetroChamber.

Bama supports the community with a Christmas Stars program that is similar to the Salvation Army Angel Tree. In 2009 and 2010 our employees were able to support 65 children, older adults and families from our partner schools (Lanier Elementary and Wilson Middle School), Salvation Army Angel Tree and OKDHS (mostly children in foster care) each year. Christmas wish items, gift cards, food baskets, turkeys and gift cards to Wal-Mart or Reasors are given by our employees to meet the wishes and needs of this group from the community.

Another focus for Bama is our internal employee community. In 2006 Bama worked with Tulsa Community Foundation (TCF) to create the Bama Emergency Assistance Program – known as BamaAid (Section VII – Tab 10) – which provides employees with short-term financial assistance during unexpected hardships and emergencies beyond their control.  In 2008, Bama again worked with the TCF and Rebuilding Tulsa Together (RTT) to create a home owner assistance program for non-routine home maintenance or repairs – known as BamaBuilds. Through an application process, employees may receive reimbursement for qualified expenses related to a home catastrophe or natural disaster, funerals, emergency travel, military deployment, other personal financial emergencies and non-routine home repairs.  TCF administers BamaAid and BamaBuilds on our behalf.  It is funded by Bama employees through voluntary payroll deduction, a $50,000 company match to these payroll deductions (new in 2010) and company and community fund-raising events.

In addition to the immense community involvement that Bama team members participate in, Bama has a focus on creating a culture of health for our own community of employees. This includes providing a free medical clinic to all team members covered under our health plan, on-site fitness centers at each of our facilities including free personal training, on-site wellness programs, and weight management and smoking cessation reimbursement programs. These resources and the focused effort help us improve the health and well-being of our employees, in turn improving the health and well-being of our community.

ii. Benefits to the community

Bama believes in investing in the community to support our strategy. Through the support of Bama, organizations are able to thrive and grow and help the community be stronger. During the tough times of today organizations depend on this support. Many of these organizations are then able to help others in our community which in turn benefits Bama and its employees.

Since the inception of BamaAid and BamaBuilds, we have helped 270 different employees with $214,171. This is a great example of Bama employees helping each other be successful.

Improving the health of our team members allows them to be an active participant in our community.  Additionally, by supporting our Bama families we are consequently having a positive effect on the community by relieving some pressure from the overburdened community resources.

c) To what extent are employees actually engaged in the company’s social responsibility activities?
Bama employees enjoy being involved in helping others. Some of our departments volunteer with organizations and utilize the event as a team building experience. These departments have volunteered at the Food Bank, Ronald McDonald House, Owasso Community Resource Center RTT, and our Christmas Stars program. One of our biggest efforts is Bowl for Kids Sake for Big Brothers Big Sisters. For the last two years we have had 8 – 10 teams bowl and collect money and many others generously donated to this event. Approximately 25% of our employees volunteer in Bama sponsored events or in their own personal choice organizations.

Internally, Bama supports our own. An amazing 27% of our employees give to BamaAid and BamaBuilds programs through payroll deductions and many more support by giving to our fund-raising efforts. One facility does several fund-raisers on their own to help support this effort with book sales, bake sales and silent auctions. Our annual Charity Golf Classic is our biggest fund-raiser for BamaAid and is our opportunity to recognize our suppliers and service providers. This is an effort that has a huge involvement from our employees. 

At Bama we work to be an active member of our community and help our own.  This allows us to see first-hand and experience from the heart the advantage of being a part of People Helping People Be Successful.
V. Building Trust in Customer Relations

Sometimes, customers’ interests may conflict with an organization’s desired revenue goals.  In these situations, it may be tempting to compromise ethical standards.  

How does your company monitor the effectiveness of customer relations, specifically as it pertains to handling of customer concerns in a forthright and fair manner?
It is Bama’s vision to be the #1 Quality & Service provider in the Baked and Frozen Dough category to our customers.  We also consider our customers to be “wildly important.”  Bama’s goal is to know our customers better than they know themselves by being an extension of their resources and systems.  Through Bama’s Business Opportunity Management Process, Bama categorizes its customers into three classifications:

· Strategic Customers – A customer who values Bama’s core competencies and works collaboratively to improve both systems (theirs and ours).  A dedicated Bama Strategic Business Unit (SBU) team is established to handle all aspects of this customer;
· Key Accounts – A customer who is critically important to Bama from a sales and overhead perspective; however they do not necessarily value all of Bama’s core competencies.  This group receives fewer touch points across the Bama organization;
· Opportunistic Accounts – A customer who utilizes Bama’s current core production capabilities and capacity.  Minimal amount of resources are expended with these customers.
This categorization helps Bama to ensure that not only are our ethical standards maintained within Bama, but that our strategic and key customers maintain those same values as well, thus preventing either party from having the need to compromise their ethical standards.

With our  #1 Hamburger Chain Customer (a strategic customer) for example, Bama is involved in an SPI process which specifically measures feedback from our key stakeholders within the customer’s organization.  This process assists Bama in helping us to look within our organization on a regular basis to ensure we are meeting our customer’s needs, while also maintaining ethical standards.  One section of the SPI also asks Bama to demonstrate how we have supported the system, even when decisions are made by the customer which could have a negative impact on our business.

VI. Looking to the Future

Please limit your response in this section to no more than 500 words.  Note that this section excludes submission of additional supporting material. (Videos will not be accepted.)

a. What are some of the major ethical issues that you anticipate your employees or organization will likely encounter in the future?  

b. What proactive approaches are you taking now, or considering taking in the near future, so that your organization is better prepared to effectively handle these types of issues?
	Likely future ethical issues
	Proactive approaches in place or under consideration

	Hiring legally employable people who meet our needs as well as legislative requirements for legal US residency
	· We currently use extensive screening practices to ensure that no unknown convicted felons, drug users or illegal workers become employees.  

· In recent years have changed our focus towards hiring full-time employees rather than temporary labor.

	Ethical practices in the purchase of raw materials in light of industry fiduciary breaches recently
	· Current practices include clear definition of what Bama considers to be ethical practices of both its Purchasing employees and its suppliers.  These are documented in the Purchasing handbook that is reviewed with each Purchasing employee and supplier representative.

· Raw material commodity futures are acquired through our supplier base to mitigate the potential for unethical internal practices.

· Process to certify contingency suppliers to prevent production shut down in the event of a vendor incident.

	Personal health of our employees and families in light of rising health care costs
	· The Health and Wellness of our employees is one of  our four Key Initiatives in 2011

· We currently provide annual physical examinations with 100% coverage, a company-wide health and wellness initiative that includes a wellness assessment, multiple fitness centers and physical trainers for employee use at no cost, and even restrict the sale of “unhealthy” food and beverages in company vending machines.

· Bama has established a medical facility to reduce both short- and long-term medical costs for the company, its employees and their families.  It is professionally staffed by physician, chiropractic, and nursing providers and has enhanced the treatment options readily available to our people, especially for those who otherwise would not have received medical treatment.

· One approach under consideration is adjusting coverage and/or the employee-paid portion of coverage for employees who will not voluntarily work with the Bama-supplied resources to improve key indicators of their health.

	Product integrity and safety – protecting the public
	· Current practices include our screening and interview processes with the intent of selecting people who share our concern for product safety, the voluntary use of Hazard Analysis and Critical Control Point (HACCP) food safety practices (which are not government-mandated for our industry), and various engineering solutions to prevent product contamination.

· Our company policy that any employee can stop a production line when potential food safety or quality issues arise.

· Current practices also include the requirement of HACCP plans for raw ingredient suppliers. 

	Our ethical obligation regarding product formulation and its potential affect on health issues such as obesity, diabetes, and heart disease.  Consumers are interested in, but are yet unwilling to pay the additional costs for health enhancing products.
	· Bama has reformulated to remove trans-fats from all products, 

·  Current working with customers to analyze the salt levels and additives in current formulas and to identify healthier options,

· For ourselves, we must answer the question, “Who is responsible for the health of those who consume our products?”


VII. Supporting Documentation:

Please include supporting documentation, such as policies and procedures, surveys, employee feedback, articles or publications that are directly relevant to the statements made in this application.  To clarify, the judges are interested in substantive examples that relate directly to the achievement of an ethical culture, rather than extraneous marketing material.  For that reason, nominees are encouraged to be highly selective in choosing supplemental materials.  Also, supporting documentation should be marked to clearly reference the criteria that it is intended to support.  (Videos will not be accepted.)
Item
Tab
Bama Manual
1

Integration Training
2

Red Team
3

Individual Development Pathway Worksheet Example
4

360° Feedback
5

Courageous Conversations
6

Employee Satisfaction Survey and Results
7

BamaTV Employee Recognition
8

Partners in Excellence Supply Chain Manual
9

BamaAid
10

YMCA, Food Bank, McDonald House
11

Conflict of Interest Policy
12

Interview Process for Change Agents
13

Issues and Concerns Form
14
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