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INTRODUCT TON

The purpose of this thesis was to identify the
major problems posing as roadblocks for the team
devel opment process within the Material Management
Department, at the Wentzville BGeneral Motors Assembly
Center. To analyze and evaluate the breakdown of the
Farticipative Team Development process in the Material
Department. Frimary research will show the main
employee concerns are communication technigues, lack of
feedback, and the trust and commitment between labor and
management.

The overall significance of this thesis i8 readily
evident to the organization and its employees, to
enhance competitiveness in their industry. The
utilization of communication and the methods used to
communicate information to the work force are serious
aspects of the business, not to be taken lightly. The
more informed the work force, the better equipped they
are to make sound decisions affecting their work groups
and the Center.

Buality, cost,; and schedule information needs to be
shared with all members of the work force, and the
weekly team mestings would be the ideal arena for this

to take place. This would necessitate that the current



format of the meeting be changed. This information
would then be taken one step further, and the individual
teams would be informed how they impact these results.
The idea of sharing all aspects of the business with the
work force, will most certainly create concerns for the
management group. How much or how little information is
enough®

More and improved communication is something that
would be accepted by all within the organization, but
with this information the work force needs ta be aware
that responsibility and increased information sharing go
hand in hand. Improved communication should lead to
improved efficiency within the work place. The lack of
Teedback from over—all operations will show that upper
management needs to correct this situation. This will
show that the over—all teamwork as a problem will cause
total plant teamwork to get a poor perception from those
interviewed., In complete contradiction to this,
departmental teamwork will be perceived as being a good
contributor and create satisfaction for employees, The
Advisors who conduct departmental team mestings
genarally leave topicse to discuss open to emplovees and
have been taught the new management methods of effective
feedback. Are advisors using these newly taught

methods??




My ressarch will show the lack of trust between
labor and management at the Center, is a big concern of
most. The amployvess who will share the strongest
feeling for this lack of trust, 1 believe, will fall
into two groups. The first group being a majority of
those individuals who helped design and implement the
pnploves involvement model being wtilized at the Center.
To move away from this original concept in any
significant fashion might be perceived by many as
failwea, and that thought alone would make the change a
hard sell. The second group would be made up of those
emplovees who resist change because of the fear of the
uriknown, or a reluctance to try something new. Change
is often times resisted because of the perception that
it will/may reguire more work from the emplovees
involwveds the union will definitely fall into this
posture in order to represent this group of employees to
management. The wtilization of the Joint Ventuwre (i.e.
those programs/processes that call for joint management-
union participation, per the last National Agreement
signed between the parties) will only serve to better
assist the Center and its people in making sound
decisions for running the business, now and in the
future. This approach is a process that the local union

hierarchy perceives as a form of selling out, and
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BACEGROUND

The Wentzville Assembly Center i1s an avtomobile
assembly plant, which is part of the Buick-0Oldsmobile-
Cadillac Group, General Motors Corporation. Jurie 20,
1988, General Motors Corporation broke ground to begin
construction of one of the most technologically advanced
auvtomobile assembly plants in the world, It took three
vears and 500 million, but in December 1983, the first
salable vehicle rolled off the snd of the assembly line.
The Center produces the Buick-Fark Avenue and Electra,
Oldsmobile—-Regency, and Oldsmobile-Delta 88 models.

State—-of-the-art technology relates to
approximately two hundred robots that weld and paint
bodies produced at the Center. In addition, over one-—
thousand programmable devices are utilized to monitor
and control the facilities, equipment, and processes.
These computer systems have the capability of processing
twenty billion bits of information per second.
| The assemble process is a thirty-six howr phase
undertaking. A complete automobile emerges from these

five phases - body, paint, trim, chassis, and final

process — after approkimately thirty—-six hours in the




tem. The finished vehicles are produced at a ra
seventy-five jobs per how, utilizing about five-
thousand-five hundred parts, and approdimately thres-

thow

zand-five hundred emplovees per shift,

In addition to the technological advancements, the
Center utilizes a participative management style that is
a relatively new concept among the domestic automotive

corporations. Team development and participation is

finitely more than just a buzgz-word, to the seven—
thousand pesople once employved at the Center. The
challenge of producing and maintaining a world class

product, within the seventy-eight sguare acres under

5]
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roof that makes up the facility, demands an approach
other than the traditional management style known to the
auvtamotive industry.

The people at the Center are the key ingredients
tor the success achieved to date. Training plays a

dficant role in the development of the Center s

enplaoyees. Each individual receives at least three
weaks of orientation and training, prior to assuming
their job. The skilled technicians who directly

interface with the Center s technology receive an

additional one-thousand-one-hundred hours of training ir

ad

robotics, pneumatic, electronics, hydraulics,

microcircuitry, and more. A nine week program which

&2 |



includes training in interpersonal skills and
statistical process control, is required for all people
in a suparvisory position.

Ta bring all of the above mentioned concepts
together in a workable format, a participative
management style was utilized. Teams rather than
work groups were formed, the salaried person in charge
of the team was called an advisor, and each team elected
a team coordinator to act as a liaison between the
hourly members of the team and the advisor. Each
department within the Center holds a weekly meeting for
all its teams coordinators to share concerns and
information, both departmental and plant wide. This
meeting is attended by the departments’ shift manager to
maintain the communication flow between all parties. Inm
these meetings, the coordinators are to bring the teams
concerns that can not be worked out in those individual
teams mestings. Management was to listen, offer
suggestions, or follow-up doing whatever was in their
power to help solve that concern. After receiving a
solution, or some direction, management was to get back
in the following week’'s meeting to that coordinator, and
give feedback for his next weekly team meesting.

When the Center was staffed in 198Z, many of its

enployess were brought in from a lay—-of+f status at other

b




lo The prospects of new enployvment, new
Cconcep a new facility, and an all new vehicle,

certainly had some bearing in the accepltance of the team

ts but most of all the approach made sense given

comnitment to guality as stated in the Center’'s

Mission Statement:

The Wentzville fAssembly Center is

dedicated to assenbkling the world's

highest—guality vehicle at an
gettective cost, consistent with our

obligation to the consumer, our emploves,

|

the community and the Corporation.

Initially evervone pulled together toward a common
goal ; and success was achieved. The Center had the |
highest first audit (Guality Audit) ever achisved for
both a new plant and new model car. By the sarly part

the Center was producing a vehicle recognized

by customer ratings as the best quality automobile

il

i

produced in North éAmerica. For the most part the
quality audit maintained its lofty level, and all sesemed
to be working together towards the Wentziville Assembly

Center operating philosophy:

1@



We believe that all people have dignity

and respond in the manner in which they
are treated.

Informed people working together with
mutual trust and respect will create an
enviraonment that encouwrages support,
participation, pride, craftemanship, and
personal development.

We are commitbted to the importance of
individual involvement in decision-
making in order to achieve common

goals and to meet the challenges

aof the marketplace.

Then the addition of the second shift and an additional
three-thousand employess brought new pressures on the
system.

With the new problems and concerns brought on by the
addition of another shift, closely followed by the
introduction of a totally new model; the old adage that

people tend to revert to that which they are most

comfortable with when subjected to pressure and stress,
seemingly came true. The work force, for the most part

trained for many years in traditional General Motors

settings, tended to point fingers and attempted to find

i1



fault, rather than work together to achieve a solution.
The Union once again became a dominant force to be deglt
with in all areas of the plant.

The newly hired second shift employees were brought
on board to be trained by the first shift employees.
This old traditional adage once again swfaced and was
being passed on to the new employees.

At this point it is not the writer 's intent to
paint a picture of doom and gloom; far from it, the
Center has many positive plans and concepts firmly in
place. However the time had come, to address those old
traditional style management maladies, such as distrust
and looking out for one’'s self, and drive them back in
the hole.

Material Management Department is a group of over
three~hundred-fifty people, involved in all aspects of
material ordering, receiving, delivery within the plant,
scheduling the build of the product, and ultimately the
outbound shipping of the finished automobile. The
department is managed by a director, who is also a
member of the plant managers’ staff. The Material
Director has four department heads who manage the four
primary aspects of his realm of responsibility. The
floor operation is the largest of these groups,

encompassing approximately three-~hundred of the

—
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department

department manager, two shift managers

and twenty advisors. Each advisor has

s employvess, The tloor operation is run by &

(one per shift)

ouahly twenty

guality operators that report to him/her daily. The

quality operators, or hourly emnplovess,

by the United Auto Workers Uniong as

are rapresented

are the majority

of the howly rated personnel emploved at the Centsr.

The +loor operation is the group responsible for the

receiving, and timsly delivery to 1ts

respective “homs"

within the plant, all productive material requived in

the assembly of the avtomobile. To ensure that this

process takes place as required, the floor operation

relies heavily on the support of the other operations

within the Material Managesment Department.

Im the Material Management Department the need to

maintain currently, and improve the team development in

the immediate futuwre i8 a must. Being a service

oriented group, ouwr succsss depends on

work together and communicate honest,
information throughout the department

Given today’'s competition in the
marketplace; the Wentzville fAssembly

a leader in World Class Buality, Cost

our ability to
accurabe

to all our people.
automotive

Center needs to be

and Schedule. To

attain these goals, the work force needs to be committed

to a common cowse of action, and without teamwork the

12
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LITERATURE REVIEW

Employee Involvement: An Industry Management Tool

Whose Time Has Arrived

The competition in the automotive industry today 1s
forcing management to take another look at how they run
the business. The guality levels expected by today’'s
consumer has changed the industry’ s priorities in the
realm of quality, cost, and schedule.

"Organizations lulled by decades of superiority,
and stable consumer demand, have grown unwieldy in
today ‘s environment" (McTague, 1986, p. 23). In an
effort to be more competitive, and to produce a world
clase product, the industry has suplored and tried many
varied approaches. Wheelwright and Hayes (1983, p.9%9)
+e@el that, "manufactwing companies, particularly those
in the United States, are today facing intensified
competition. For many it is a case of simple survival."

What makes the challenge so difficult is that the
‘secret weapon’ of their fiercest competition is based

not so much on better product design, marketing

ingenuity, or financial strength as on something much




o duplicates superior overall manufacturing

The competition h most of tied

to manufacturing function, and a resu]

their guality

productivity gains are setting new standards of

pxcal lence for the industry (Wheelws and Havyes,

15840 .
"Mew technologies haven 't made any massive

improvement in (the auto industry’'s) productivity." savs

dames Harbour, an auto consultant whom General Motors
recently hired to help solve its technology problems.

"Bo ftar, t fave tuwned out to be more show than

Auto makers could make

mays, by scrapping outmoded work rules, man

better and handling their parts inventories

more etficiently (Nag, 1986, p. 1).

tely high-tech will have a significant impact
o the industry, but the involvement of the people

offers a virtually untapped souwce of information and

in most domestic manufacturing settings

Installing Buality Circles in the automobile

orters the value of increased

employes involvemsnt, and high morale in the operation

-tory plants. Guality Circles represent a new

managemant tool and philosophy which recognizes and uses




intellect of all as

all kinds, industrial health care, and retail, are
waking up to the wealth of ideas and solubtions stored in
all company emplovess, Throuwgh Guality Circles,
industry is realizing great rewards by converting mere

enployees into positive-thinking problem solvers. Some

cre-thousand-five-hundred United States companies are

i

trying their hand at harnessing employee brain power.

Buality Circles are reversing the worker 's role as

cenh om

0

jority (Antille, 1981).
Let us discuss some of the reasons that can cause
failures in Guality Circles:
1. Foor Commundcations

E

2. A closed door policy

4. No follow-up projects

He Foor middle management support

& Lip service from management

7o HNo union involvement

& Mo obisctives for the progeam

Pa "Mot for o me"” attitude

1@. No publicity or recognition

11. Poor understanding of the Guality

Circle philosophy

=y

12, Too much expectation from management




13. Failure to maintain initial enthusiasm
14. A change in management
1%. No interest in improving guality of
worklife
(Ingle, 1983). Dr. Cole, an authority of Japanese
management at the University of Michigan, states that

tifty percent of Ouality Circle efforts in this country

have failed (Rocine, 1983).

the original idea behind GQuality Circles: the
improvement of Buality. Patchin theory, that if GBuality
Circles are to avoid the fate of such theoriess as
Tayorism, fero Defects, Statistical Analvsis and MEBO,
management must forge a completely new relationship
betwean the organization and its makers. This new
relationship will be based on effective communication
and mutual trust (Patchin,1983, p. 124-127).

Fatchin's case studies show how in America the
Buality Circle concept has put pressure on workers to
Feduce costs. The fact that American management has
abdicated its responsibility of controlling costs could
be the end of Buality Circles. The middle management of
our corporations needs to realize that the
responsibility of their position is to maximizes the

wealth of the stockholders, The fear in middle

i8




management is that i+ Guality Circles do succeed in
improving quality and causing & real change in the work
force, will the organization see that the way to reduce
costs will be to eliminate middle management.

Robert Fatchin states a fear {for the future of
Guality Circles. "He sayes that we managers seem to be
bhuying the flashy accoutrements of GBuality Circles
without recognizing that management, not the work force,
has to make a major change in its methods. Guality
Circles can succeed only if they have a major change in
its methods. Guality Circles can succeed only i1f they
have as their foundation an entirely new relationship
between management and workers (Fatchin,198%, p. S8)."

Recalling Ed Deming'se statement that eighty five
peircent of the changes required to improve the situation
of American Industry have to come from management. Our
managers have to accept the tact that their workers
understand their jobs and are willing to help make the
company a better, more productive place each day. To
give Guality Circles a fighting chance, management must
back off from its present style and provide workers with
training in the process as well as time to identity and
resnolve their job-related problems. Most of all,
management must show a willingness to follow through on

proposed soclutions, and give recognition when it is due

19



(Patchin, 1983, p. 127).

Worker participation programs die out eventually if
the organization does not change in a manner consistent
with the democratic values and behaviors of the
participation program. Here are some ways to kill
worker participation:

1. HMiddle and upper management cease
their responsiveness to worker suggestions
atter the initial enthusiasm.

2. The pay system fails to acknowledge the
new activities and contributions of

workers.

A

. Supervisors resent the increased
attention to workers and undermine the
program by not cooperating with the
QrOuUpPE .

4, Farticipating workers develop distorted
perceptions of their own promotability
and value to the company, and they become
disillusioned when they do not advance.

Many participative programs underestimate the
amount of training and learning necessary to support
workers invelvement. Workere need exposure to problem
s0lving, group processes, and business concepts.

Managers need training in the listening and feedback




skills necessary to work with groups of workers who are
taking responsibility for decision making. Both workers
and managers need to learn the basic interpersonal
skills necessary to treat others with dignity and
respect. Farticipation as an effort to improve the
quality of work life requires that managers treat lower-
level employvees as mature individuals, for participation
implies a redistribution of power within the
organization (Casico, 1986).

In one year, Toyota Motors had a total of BE9,039
suggestions of which ninety-four percent were
implemented. This was a total of 3,365 suggestions put
to use every working day. Toyota's auditors compute the
monetary savings to be in excess of thirty million
dollars (Tregoe, 1983).

In a typical American plant, between ten and twelve
percent of the associates are doing the thinking and
prolem—solving tor all the rest, who are then expected
to do as directed. In comparizon with Japanese plants
usEing Buality Circles, the contributing figuwre was found
to be slightly more than sixty-—one percent. Nearly two-
thirds of the people in the plant are solving problems
and working to improving the product, compared to one-
fifth as many in the American case. Six times as many

prepared, trained people are trying to solve problems in




The

as ours (lfregoe,

the Japane

overwhelming numbers used by Japanese firms to solve

problems compared to United States firms goes a long way

in explaining Japan ‘s high gquality image as opposed to
the United States slumping quality image. In Japan,

companies recognize employeses as more than "hands and

t. " but as valuable brainpower assets. Employees’

problem—solving abilities have become the key to

Japanese industrial succes

In the United States, top and middle management

s which are seen from the

:'[I
El
+
[
in

olve those proble
top and whose prigrities are +elt at the top.
Operational problems which occur further down in the

ant attention.

organizational structure red
Middle managers tend to ignore them in favor of helping
top management solve problems. fop Management will
probably never know about many of the operational
problems which are impending productivity at lower
levels (Tregoe, 1983).

Employee involvement is the management tool that
should, in many instances, be utilized to soclve
operational problems at their lowest level. The essence
of participative management is driven by two basic
concepts:

—

m
i

g Feople take more pride and inter t in their




work when allowed to make contributions that
influence decisions in their work place, and

g Feople closest to a problem are in the best

position to solve i

Edward E. Lawler 111 states, "To a very significant

ttent;, a work team ig only as effective as its group

DFOCEss., So many people come to the workplace without
the kind of interpersonal skills that it takes to make
ecisions, give feedback, and interact with sach other

in a positive hannsr. This is why euten

i
i

ive traiming is
often needed in order for the groups to interact

aetfectively (Lawler, 1 p. 1@4).

The philosophy of Farticipative Management is to

recogni

the worker as the expsrt in his field.
Directly involving the employees in decisions that
effect their work helps build trust. A "you win, I win"

situation evolves and the list of problems becomes a

list of solutions (Volk, 19
"Frobably the greatest advantage,” said Wayne
Appleman, Calitornia State Fersonnel Administrator, "“is

that they (Guality Circles) turned a lot of negative
energy into positive energy. Instead of grumbling and
snapping, an enployes has the opportunity to become a

positive toroce.




With all the glowing reports, stating the merits
and benefits to be gained from the utilization of a

participative approach toward running the business; one

has to wonder why more businesses aren’'t trying this
concept? The answer probably lies in a statement made

by Ralph Eilman (1984, p. 25) "Managers seem often to
insist on learning the hard way that a grand new fix
worn 't solve their performance problems." David Aviel
(1983, p. 26) states "participative management is a
powerful tool that has generated great achievement in

conpanies that use it wisely. However, it is not a

miracle remedy that can be used indiscriminately.”

The biggest obstacle to overcome, when moving
toward active employee involvement, is the sharp change
that may be required in the organization’ s managerial
style. The success of the program depends on a large
degree, to how comnitted the managers and supervisors
arre to making it work (Schuster and Miller, 1985).
Halal agrees with this observation and adds vet another
dimension to the problem of implementation. He states:

"Another obstacle to participation is that

1
A

o

executives and managers usually have stronc
personalities, which often fosters more

directive approaches to leadership. Not only

are soms managers unreceptive to the "bottom-—up’

~y
24




philosophy of management, but many workers
are often cool to taking on the added
responsibilities that are involved in making
decisions" (Halal, 1981, p. 22Z).

The role of the supervisor becomes critical in the
success o faillure of any new process introduced in the
workplace; in the area of employee involvement this is
the group/position that will ultimately require the most
training, guidance, and support from upper managemant.
Supervisors may not believe workers are concerned about
the organizations requirements for productivity,
gquality, and other pertormance indicators. Supervisors
initially trust neither the union’'s or upper managements
support or sincerity. More importantly, unless properly
trained, they may not know how to manage in a
participatory environment {(Schuster and Miller, 1985).

Initially the supervisor perceives employee
involvement as a lessening of his/her power, control, or
authority and consequently they offter some resistance to
the process. The supervisor needs to be made aware,
that his role will actually be enhanced when employvees
become more responsible for their own behavior (Schuster
and Miller, 1983). Crosby fells that an environment of
participation can only be developed through good

intentions, patience, and delegation of responsibility.

B
i



"Strong guidance, little direction, and mutual respect
are the techniques of participation" (Crosby, 1981, p.
27Y. These attitudes and perceptions must be shared
throughout all levelse of the organization (Niehouse,
1986) .

Because of the organization of fuality Circles, the
first line and middle managers may fteel they have little
cr no direct involvement in Circle projects. This leads
to a reluctance to accept changs accordingly, generates
only lip service in support of Guality Circles (Volk
1983). It is imperative that the organization assures
associates and management that this is a new management
philosophy, not just another program (Steigel, 1983).

The first and most important step in implementing a
program of improvement, is to gain the full commitment
of top management that the necessary changes will in
fact be made. Top management, from the chief-executive
ofticer on down, must buy into the entire process to
ENSUrE2 SUCCRES. Without upper management backing, the
program is doomed to failure before it even gets off the
ground (Tregoe, 1983).

Onee top management has bought into a participative
management it must be filtered down to all levels of
management. All companies with successful programs

stress that it must be woven into management structure.




L not accepted and supported by line management, it
will be viewed by all as "just another program"
(Antillia, 1981).

Union-management cooperative problem—solving
vantures explicitly recognize the need to bring two

contlicting groups together to identify areas of mutual

concern and to reduce the level of adversarial behavior

i bhe work setiting. Unidon-managemeant committess ofben
serve as sounding boards and attempt to prevent
potential problems from occurring or escalating. In

addition, a joint union-management committee may
identify opportunities, solve problems, and guide union-
managemant task ftforces dealing with specific problems
(Casico, 19847,

One final consideration to be dealt with in a
participative approach to running the business, is
dealing with the unian. Samiee fesls

"IE an environment of mutual trust and respect is

established in the plants and long-term needs of

the workers are addressed by their emplovers, the

Lunion s powsr as an opponent of management will
fade into obscurity (Bamiee, 19B2Z, p. 921).

The opinion of Samiee is disputed by Schuster and Miller

by

(1985,p. 26) who state:

L

"First, most organizations should not implement an

b




Employee Involvement strategy without wunion

support or tacit approvaly too many organizations
have seen their well intentioned efforts
undermingd by union disapproval."”
The strength of the United Auto Workers can be put in
proper perspective when one realizes that a survey
conducted by Samiee (198B2) shows that the overwhelming
majority of UAW workers polled were more dedicated to
their union than to their emplovers.

Management must be committed to leong-term
prosperity of its workers. "Guality circles and other
measures taken to improve productivity and quality will
be successful only if workers feel committed and
dedicated to their emplovers" (Samiee, 1982, p. 91).

The adversarial relationship between Union and
Management is limited, in the areas that it allows
enployees Lo gain power. It rarely gives them a chance
to influence capital investment, business strategy, work
methods, and planning and scheduling decisions. It also
dogs little to move information to lower levels in an
organization or to improve the skille and knowledge of
lower—-lavel emplovees. It often inhibits the downward
flow of information that will harm their bargaining

position. Although it moves rewards downward, in most

@s it has not created systems in which rewards are

1]
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directly tied to the success of the organization. It
leaves many teatures of traditional management practices
unchanged, as a move toward employee involvement, it is
limited. Adversarial relationships involve great
amounts of time and effort. They represent an enormous
parallel structure since they require a union hierarchy
as will as an organizational hierarchy. When they fail
to produce a resolution of differences, strikes and
labor stoppages result.

Unions are caoncerned that participation will
undermine the collective bargaining arrangements that
have been in operation for decades. Many times issues
are discussed and dropped because the union leader
insisted that the issue was a bargaining issue and had
to be handled within the contract.

Better union-management relationships can profit
and benefit both the union and management. It can be a
tremendous cost-saver i+ it reduces the likelihood of
strikes or grievances and facilitates change. Never the
less, some union leaders clearly see Team projects as
threats to their power base, particularly when they have
built their power on an adversarial relationship and

grievances (Lawler, 1986, p. 12@).



In summation the Wentzville Assembly Center has
utilized the team approach, or participative management
concept toward running the business since it opened its
doors in 198%. With few exceptions, the majority of the
concerns and/or recommendations identified in the body
of this review have been addressed at the Center.
However , as mentioned in Chapter I; the time has come to
identify those areas reguiring additional attention to
continue the team development process as it was intended
to function. To review the various concepts dealing
with employes involvements gives one the opportunity to
reflect on the changes regquired in the initial process,
merely to keep pace with the changing nature of the

Duslness,

Farticipative management is neither a
panacea which will magically release
untapped human potential, nor is it a
serious threat to managerial prerogatives
and organizational control. Rather, it
seems to comprise a poorly understood aspect
of leadership, which has probably resisted
rational analysis because of the inherently
zensitive nature of the superior-subordinate
relationship and because of the absence of

useful knowledge" (Halal, 1981, p.28).
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TEAMWORK EVALUATION SURVEY QUESTIONNAIRE

All of the hypotheses utilized in this study were
developed to evaluate need based on comparison, hourly
to salary, and the feelings of the total group utilizing
measures of central tendency.

Hypothesis 1: The overall teamwork concept will show
higher satisfaction from a departmental

viewpoint, as opposed to the total plant

perception.

Hypothesis 2: The responses will identify a need to

impirove trust.

Hypothesis 3: The need to improve communication will be

readily identified.

Hypothesis 4: The overall impressions of the salaried
work force will score higher than the

hourly.

Hypothesis 53 The houwly work force will perceive the

uniaon/managemnent relations to be better

than the salaried group.




Data Collection

lhe questionnaire utilized was developed by the

writer, and a copy of the instrument appears in appendis

e
The Teamwork Evaluation was distributed to the [
hourly team coordinators in the Material Management L

Department at the Center. In addition, all advisors
involved with the floor operation i1n the Material Group !
completed the questionnaire.

he Teamwork Evaluation Cuestionnaire was

distributed May 23, 1988, utilizing the following

1. The houwrly employees were together +for

their weekly team coordinator meeting,

and the instrument was distributed toc the

emplovess by the shift manager at the .

meeting.

24 The salaried employees were given the
survey at their daily update meeting |
held in the departmental conterence room;

again the shift manager administered the

instrument.




Z. An explanation of the instrument and
directions for its completion were given,
and employvees were offered an opportunity
for guestions regarding any portion of the
guestionnaire they felt needed

clariftication.

4., The individuals completed the survey
independently and returned them to the

shift manager prior to leaving the room.

5. Upon completion by all participants, the
wiestionnaires were returned to the

ressarcher for tabulation and analysis.

The survey instrument consisted of siaxteen
questions relative to the employee’s impression of
teamwork within the Center, and an additional sixtesn
guestions specific to their impressions of teamwork
within the department. The responses were measured on a
five point scale, one being poor and five being
excellant. In addition to the guestions reguiring &
numerical response, sSpace was provided for the
participants to write about any areas they felt nesded

attention.




The instrument was not field tested prio- to being
administered to the groups previously mentioned.

The gusstionnaire administered to the salary anc
hourly groups was identical with one exception; one
gquestion pertaining to the sffectivensss of the
corrective discipline procedure was deleted from the
surrvey given to the hourly enployvees to eliminate any

cause for concern from the union hi e?r"ar'c:r"r—g,.

Data Analysis

The results of the data obtained were summarized by
determining the average mean sScore as a measure of
central tendency. The numerical resulits for each
guestion were broken into several different bits of data
to be analyzed [i.e. total depsrtment, hourly, salary,
eto.ly, and the weitten responses were categorized and

evaluated as well.

Limitations of the Data Control Flan
The survey resulits may have been distorted to some

extent by external forces present at the time survey was

administered. Examples of these {forces being, slow

product sales and corporate talk of shutting facilities

down, the elimination of a shift at the Center, and

losses of jobs dus to the closing of the 8t. Louis truck




facility and employees from that location having rights

to jobs at the Center. It is the opinion of the writer
that the anxiety created by these torces wouldn't

nece

impact any one specific question, but it
would tend to create a lower overall response by the
participants.

Overall the survey offered the researcher the
ability to identify responses to specific gqueries and

measure areas of need.
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receiving the information o not know how to he

and the information may be w counter—prod

In addition, some managers still work under the concept

that information is power and they are unwilling to gi

4 T apa

of improving the communication and

Overall the idea
feedback within all groups at the Center is a concept

currently taking place on a limited b

Ly

; but the
groundwork is being laved to improve the process as the

situation warrants it.

Alternative Four - Outside Consultant (Team Building)

The concept of utilizing an outside facilitator to

develop the management be without

detractors. It is very difficult o allow an oubsider

into one’'s trust, and to concerns/frustrations
because of the potential that what vou say may come back

to haunt vou. The positive aspects of the manac

1 i

eloping and committing to common goals is far

te

am ey

reaching. Gil of the departments within the Center
wo-king together,; and moving in the same direction to
achieve clearly sstablished goals will make 1t =2asier

o thedr

unitied manner .
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Based on the results of the Teamwork Evaluation
fuestionnaire, a formal policy recommendation would
gntail combining specitic aspects from all of the
alternatives previously mentioned. The remainder of
this section will deal with those items which could
positively impact the team development process at the
Center.

When reviewing the Status Cuo, the witer observes
no need to delete from the format currently in place,
but to build upon the framework sstablished to date.

Changing the Center’'s operation philosophy entails
an approach toward dealing with the union, totally
foreign to managements actions to date. The concept of
management demanding contract concessions, and

developing new methods of negotiation [i.e. department

managers as a team negotiating with the shop committee,
as opposed to the personnel group dealing with items

which may be beyond their realm of expertisel would
reguire careful planning and strategy to implement. It
would be advantageous to pursue the joint union-—
management problem solving arena initially, and use the
guccess in this area as a barometer for taking on the

igsues of work rules and operational concepts.

It is the opinion of the writer that two primary




must improve

communication and plant direction,

areas,

it the Center intends to successfully maintain the

participative approach to running the business. The

aspect of improving communication is currently being

addressed in various ways, the Center has established an

informational network which makes guality, cost, and

schedule information available to the entire work force.

The plant manager has recently established a monthly

business meeting for the salaried work force, in a

etffort to enhance the communication and +eedback

procesases in place., I addition to these items and all

the other communication techniques in place at the

enphasis has to be placed on good daily

ALl department

Centar,
communication down through the system,.

managers must pass the same messages to their advisors,

and the advisors on to the hourly workforce. The

results of the survey indicate a definite need to make

the hourly group more aware of planning as it relates to

their workplace. Good communication enhances the

as HBlanchard states (1986,

enplovess sense of securit
plioy 3

B 22Y8

"Feople are ready to participate and get

involved in decision—-making as long as they

feel safe and secure. Threaten their Jjob

security and see what happens when you ask



for suggestions to increase productivity."

The simple tool of communication and +eedback is
potentially the most powerful wedge the management group
has, and 1t must commit the resources required to ensure
it‘'s untilized properly.

To enhance the improved communication at the
Center, the management team needs to come togsther
relative to plant direction. This is not to say that
all salaried personnel should utilize the same
management technigues, but their wltimate goal or
direction should be common. The workforce neseds to see
a management team committed to the Centers’ success, and
willing to help one another achieve it. Fragmentation
and lack of unified direction at the top sends mixed
sgignals to the workforce. It is the opinion of the
wrriter, until the staff and superintendent group learns
to level with each other, and commits to treating each
other with integrityy world clase guality, cost, and
schedule efficiency at the Center will be a difficult
task to accomplish. As mentioned in previous chapters,
a team building exercise for the salaried workforce
won 't come cheap, but the dividends will justify the
axpensa,

The initial instrument utilized by the researcher



to gather data, was certainly not without flaws, however

specific areas of concern were identified. At this
point in time a gquestionnaire relative to the current
attitudes may be in order to re-evaluate opinions. A
follow up suwrvey after the intervention has been
introduced for a sufficient amount of time would then
ofter three separate surveys for evaluation, and
certainly shouwld offer an adequate appraisal of the
situation.

In summation the writer would like to guote E. E.
Lawler, who sxpresses the need for total team commitment
i+t the concept is eupected to work:

"self-managing work teams often do not either
institutionalize or disseminate in traditional
organizations, despite the fact that they
often meet with initial success. The demands
that they make simply reguire more change than
many managers are willing to voluntarily
accepteveivewew.0n the other hand, teams can
be the basic building block wpon which a high-—
involvement organization is constructed. They
have the potential to be highly etfective if
they +it the technology and the rest of the
organization is designed to support them

(1986, p. 118).
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APPENDIX - Az TEAMWORK EVALUATION




TEAMWORE EVALUATION - DREFARTMENTAL

The purpose of the survey is to measure the level of
teamwork within your department. Flease circle the number

based on the scale of vour feelings relative to vour
department. This survey is being conducted to fulfill a
personal commitment to receive my Masters Degree in
Management. The results will be kept strictly confidential.

Our ability to work together as a team..... 1 2 3 4 &

Teamwork betweern shifte. s svansssnswnenuars 1 =2 & A D
Relationship with the represented workforce.l1 2 32 4 &

Involvement of advisors in the goal setting
PrOCEESesscswssanssansnsnssnasnavavsnunawannsel 2 F 4 O

Involvement of the quality operators in

helping to make decisions about their jobs..1 2 3 4 &
Flanning and follow-up procedure@S.cscieveraewl 2 3 4 5

Relationship between management and the
local UNiONsesrres s snssnasnswsssssnnnnassnsnd 2Z2 & #H

&

The communication process within the
HEH SR TRBAE G v ww s s a e e e e 0 e e R

QWL of the salaried employeES.csasrnswssnwasxl 2 F 4 5

GWL of the represented enployees..veesweswsel 2 5 4 5
The team concept-—-salary Workgroup..sesess=aa=a1 2 3 4 5

The team concept-——represented workgroup.....1 2 3 4
Clearly established departmental goals......l1 2 3 4 §
The team meeting concepl.evicuveisvnuensnwnenal 2 3 4 5

Accomplishments as a result of team meetingsl 2 = 4 5

The performance appraisal procedur@.....=vxadl 2 3 4 &

In your opinion, what needs to be done to
improve the way we currently operate? Use
the back of this form if needed for your
response.




TEAMWORE EVALUATION — TOTAL ORGANIZATION

The purpeose of this survey is to measure the level of
teamwork within the organization. Flease circle the number
based on the scale of your +feelings related to your
organization. This survey is being conducted to fulfill a
personal commitment to receive my Masters Degree in
Management. The results will be kept strictly confidential.

5_EXCELLENT
4_G0O0D

3_AVERAGE
2_FAIR
1

FOOR

1. Our ability to work together as a team..... 1 2

2
B
n

2. Teamwork between shifts. .o A e e AR

ok
H
o

. Relationship with the represented workforce.l 2 & 4 5

4. Involvement of advisors in the goal setting

ProCeSSe venennns e L W e MR el e e “w s o wmenidn DRSNS
P Involvement of the guality operatoars in

helping to make decisions about their jobs..i1 2 3 4 5
6. Flanning and follow-up proceduresS..csesssssanl 2 3 4 5
7. FRelationship between management and the

local UNiONeeses» enwnue won WA o i e e S U B TR
8. The communication process within the

organizatioNcessessvsanwnue PR x & Rl R P R M B A L

n

9. The QWL program at the Center..c.svenansssaal 2 5 4

1@, Teamwork between departmentS..oeses.na gtk 0 SN 4. 5
11. The team concept as we know it at the Centerl 2 3 4 5
12. The corrective discipline procedur......==--1 2 3 4 &
12, Clearly established plant goals..u.... Lewmamwst 2 B- 4 5§
14. The team meeting concept....cueevanw S s . S T T

o

15. Accomplishments as a result of team meetingsl 2 3 4
14. The performance appraisal procedur.....s-e.1 2 3 4 5
17. In your opinion, what needs to be done to

improve the way we currently operate? Use
the back of this form if needed for your response.

a7
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