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a year, and the damned things couldn't, 
even at their best, support the new strategy. 
Radcliff took a huge gamble: He bet his 
job-and almost the company-on his 
group's ability to install SAP, the im­
mensely powerful Lind notoriously complex 
enterprisewide information-management 
software, across most of Owen' Corning in 
just 18 months-about the time it usually 

takes to hook up just one busi­
ness unit. He called the 
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SAP connects all tbe infor­
mation that flows through a 

company in a single system, 
so that, for example, when a salesman en­
ters an order, it automatically puts dibs on 
raw materials, schedules production and 
delivery, and prepares a bill-aJi with no 
mare data entry. Says Hiner: "Electronic 
commerce will seal the deal with custom­
ers. They ought to be online with us, ought 
to know our inventory, ought to know 
when something is shipped, ought to be 
able to pay electronically, so we can give 
them multiple products in a way that looks 
like one produc!." It will vastly improve 
Owens Corning's ability to forecast sales 
and, says Richard Glosser, plant leader in 
Vise, Belgium, "allow us to substitute in­
formation for inventory." 

But SAP is also the furthest thing from 
plug-and-play software: If you install it 
without complctely mapping and reengi­
neering business processes and ensuring 
the accuracy of all data-for example, 
clearing out all the fudge factors compa­
nies cook up over the years-you're 
doomed to chaos, possibly for years. 

Today the joh's on target, on budget, and 
ready for completion this fall. What made 
it work? First, Radcliff defined success in 
business terms-inventory reduction of 
50%, a $100 million reduction in working 
capital, $5 million less for plant mainte­
nance, an overall 1% increase in pretax 
earnings, etC.-and insisted that half the 
project staff came from the businesses, not 
(rom inJormation systems. As a result, he 
. ays, no matter how messy things gOl, "the 

debate "vas 'How do I achieve the out­
come?' and nothing else." cond, by start­
ing with corporate finance, Owens Corn­
ing ensured that its first victim were 
numerate and c mputer-savvy, the best 
possible teachers. Then, rather than wimp 
ahead with small pilots, the company 
picked a major business thousands of miles 
from headquarters, whose legacy systems 
were the clullkie t in the company, where 
the work had to be done in several lan­

guages, and where people were thrilled to 
break the trail for the company. So thrilled, 
says Ann Senn, a Deloitte & Touche con­
sultant who worked with Radcliff, that "I 
have never seen a business side pulling the 
tech side harder. We kept saying, 'Hey, wait 
a minute, ,-I w down!' " After paying $110 
million to install SAP and train people, 
Owens Corning will reap $15 million in 
savings in 1997, $50 million next year-and 
$80 million in 2000. 

If the reinvcntion of Owens Corning 
shows anything, it's that there's no stop­
ping halfway to becoming a knowledge 
company: You either are or you aren't. 
Building-materials marketing director 
Karen Strauss knew nothing about plans 
for Advantage 2000 when she began to re­
alize that knowledge was the most valuable 
thing she had to sCilI: If consumers knew 
how shingles and vents and soffits worked 
together to make a better roof, if they knew 
how to pick reliable contractors, if contrac­
tors knew how to help customers get fi­
nancing or how to flog the Pink Panther 
brand, Owens Corning could sell pink 
houses, not just pink fiberglass. 

Out of these thoughts Strauss and Dave 
Brown conceived System Thinking, a mar­
keting vision that is the capstone of the 
company's strategy, joining aU that Hiner 
& Co. has done with acquisitions, new 
products, sales and service, and Advan­
tage 2000. With Owens Corning's poten­
tial take per home now over $6,000, Sys­
tem Thinking pushes the notion that 
roofing, exteriors, insulation, and sound 
are all systems-products that work to­
gether-and that by sell/ing systems Owens 

Cuming can significantly increase de­
mand. Out of ystem Thinkin arc pour­
ing ad campaigns and merchandising sup­
port, plus inn lvative programs Ii 'e 
certification for contractors who meet Ow­
ens Corning'. tandards. Thcn.:'s 31.. an 
ambitious program t 'ign up homebuild­
ers to agree to usc wens Corning prod­
ucts wherever possible in exchange for 
marketing support and [he right to brag 
about the brand. As of April, more than 
100 U.S. builders had signed on to build a 
projected 7,500 new System Thinking 
Home in [\)97. E-timated incremental 
sales: $10 million. 

In all these programs kn wledge pulls 
the product, not vice versa. Says Brown: 
"We'd never looked at information as a 
product before.' The logic of Information 
Age competition is so seamless anel COm­
pelling, Strauss says, that something like 
Advantage 2000 was' a happy inevitabil­
ity"-for the logic drives Ies, marketing, 
and ystems all to the same place. or Ow­
ens orning, they came tog ther at the 
same time, though each hegan for its own 
good reason: pressure from customers, the 
pending hreakdown of~the old information 
system., the hot pink-house idea. 

iner, more modest than he 
should be for having the 
foresight to found a solid, 
long-term strategy, does 
lake credit for helping to 

orchestrate its execution: "We didn't have 
the luxury of saying, 'Work on one thing 
and get it done, then another, then an­
other.' But I'm a pretty good cheerleader, 
good at touching people and giving them 
a few kisses." He's needed that skill. In 
addition to a total revamping of sales and 
service, marketing, and information sys­
tems, the company has successfully com­
pleted 14 acquisitions, built or acquired fa­
cilities on every continent sav Australia 
and Antarctica, taken aggressive financial 
and legal steps against its old asbestos li­
abilities, radically restructured human re­
sources and compensation, and dejgned, 
built, and moved into the new building­
all the while steadily increasing the effi­
ciency of its core businesses. 

Whether Hiner's kisses have turned 
Owens orning into a prince of a com­
pany isn't yet proved. Overseas sales 
growth has bcen slow. There's that recently 
sidewinding stock price. The CEO wants 
to make "a really big acquisition" before 
he retires in 2000. But if the ki.es take, 
Hiner's way will look pretty good. 0 
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