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INTRODUCTION 

The purpose of this thesis was to identif y the 

major problems posing as r oadblocks for the team 

development process within the Material Management 

Department, at the Wentzville General Motors Assembly 

Center. To analyze and evaluate the breakdown of the 

Participative Team Development process in the Material 

Depar tment. Primary research wil l s how the main 

employee concerns are communicati on techniques, lack of 

feedback, and the t r ust a n d commi t me nt between labor a nd 

management . 

The overal l sign ificance of th i s thesis is rea dily 

evident to the organization and i ts empl oyees, to 

enhance competitiveness i n their industry. The 

utilization of communi c ation and the met hods used t o 

communicate inf ormation to the wor k force are serious 

a spects o f the business, not to be taken l ightly. Th e 

more informed the wor k force, the better equipped they 

are to make s ound deci sions af fecting their work groups 

and the Center. 

Quality , cost, and schedule informat i on needs to be 

shared with all member s of the work force, and the 

weekly team meetings would be the ideal arena for this 

to take place. Th is would nec essitate that the c urren t 



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. 

enough? 

How much or how little information is 

More and improved communication is something that 

would be accepted by al l within the organ ization , but 

with this information the work force needs to b e aware 

that responsi bi l ity and i ncreased information sharing go 

hand in hand . Improved communication should lead to 

improved efficiency within the work place. The l ack of 

feedback from over-all operations will show that upper 

management needs to correct t his situation. Th i s will 

show that the over-all teamwork as a problem will cause 

total plan t teamwork to get a poor percept i on from those 

interviewed. In complete contradiction to this, 

departmental teamwork will be perceived as being a good 

contributor and create sat isfacti on for employee s. The 

Advisors who conduct departmental team meetings 

generally leave topics to discuss open to employees and 

have been t aught the new management methods of e f fective 

feedback. 

methods? 

Are advisors usi ng these new l y taught 
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My research will show the l ack of trust between 

labor and management at the Center, is a b ig concern of 

most. Th e employees who will shar e t he s t r ongest 

feeling for this lac k of trust, I bel ieve, wil l fall 

int o two groups. The f i rst group being a major ity of 

those individuals wh o helped design and impl e me n t t he 

empl o yee involveme n t model being util i zed at the Center. 

To move away f rom t his original conce pt i n any 

s i g nif ica nt f ashion might be perceived by many as 

fai l u r e, and t hat thought alone wou l d make t he change a 

hard sel l . The second group would b e made u p of those 

employees who resist change because of the fea r of the 

un known, or a reluctance t o try something n e w. Change 

ic of t en t imes resisted because of the perception that 

it will/may require more work from the employees 

involved ; the u nion will definitely fall into t his 

posture in order to represent this group of emp l oyees to 

management. The u t ilization of the Joint Ven t u re (i.e. 

those programs/processes that call for joint managemen t ­

union participation , per the last Nat i onal Agr eement 

signed between the parties) will only serve to better 

assist the Center and i ts people i n ma k i n g sound 

decisions for running the business, now and in the 

future. This approach is a process that the local union 

hiera rchy perceives as a for m of selling out, and 



consequently the recent past , choose not to participate 

in. The new election of Union of ficials have changed 

this thought some what. It is the respon sibili ty of 

management to continue to pursue this aven ue and see 

t hat i t eventually takes place. 
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BACKGROUND 

The Wentzville Assembly Center is an a utomobil e 

assembly plant, which is part of the Buick-Oldsmobile-

Cadil l ac Group, General Motors Corporation. June 20, 

1980, General Motors Corporation broke ground to begin 

construction of one of the most technologically advanced 

automobile assembly plants in the wor ld , It took th ree 

years and $500 million, but in December 1983, the first 

sal able vehicle rolled off the end of the assembly line. 

The Center produces the Buick-Park 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 assemb l e process i s a thirty-six hour p hase 

undertaking. A complete automobile emerges from these 

five phases - body, paint, trim, chassis, a nd final 

process - after approximately thirty-six hours in the 

7 



system . The finished vehicles are produced at a rate of 

seventy- five Jobs per hour , utilizing about f i ve­

thousand-fi ve hundred par ts, and approx imately three­

thousand-f ive hundred employees per shift. 

In addition to the technological advancements , the 

Center utilizes a participative management style that is 

a rel ativel y new concept among the domestic automotive 

corporations. Team devel opment and participation is 

def ini t ely more than j ust a b uz z -word, to the seven­

thousand people once employ ed a t t he Center. The 

chal l enge of producing and maint a in ing a world class 

product, within the seventy-ei gh t square acres under one 

roof that makes up the facility, demands a n approach 

other than the traditional management style known to the 

automotive industry. 

The people at the Center a r e the key ingredients 

for the success achieved to date . Training plays a 

significant role in the development o f the Center 's 

employees. Each individua l r eceives at l east three 

weeks of orientation and training, prior to assum ing 

thei r job. The ski lled technici ans who directly 

interfac e with the Center ' s technology receive an 

add ition al one-thousand-one-hundred hours of training in 

robotics , pneumatic, electronics, h ydrau lics, 

mic roc i rcuit ry, and more. A nine week program whi ch 
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includes training in interpersonal skills and 

statistical process control, is required for al l people 

in a s uper visor y position . 

To bring all of the above mentioned concepts 

together in a workable format , a part i cipative 

ma nagement style was utilized. Teams rather than 

wor k groups were formed , the salari ed person i n charge 

of the t eam was call e d an advisor, and each team elect ed 

a team coordinator to act as a l i a ison between the 

hourly members of the team and the advisor. Each 

departmen t within the Center holds a week ly mee t ing for 

all its teams c oordinato rs t o share concerns a nd 

information, both departmental and plant wide . Thi s 

meeting is attended by the departments · shift manager to 

maintain the communication f low between all parti es . In 

these meetings, the coordinators are to bring the teams 

concerns that can not be worked out i n t hose individual 

teams meetings. Management was to l i sten, offer 

suggesti ons, or follow-up doing what ever was in their 

power to help s olve that concern. After receiving a 

solution, or some direction , management was to get bac k 

in the fo ll o wing week ' s meeting to tha t coordinator, and 

g i ve f eedback for hi s next weekly team meeting . 

When the Center was s taffed in 1983 , many of i ts 

employees we re brought in f rom a lay-off s t a t us at o ther 
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l o c a tions . The prospects of n ew employment, new 

con c epts, a new facility, and an all new vehicl e , 

certainl y had some bearing i n the acceptance of t he t eam 

concept; but most of all the approach made sense g i ven 

the commitment to quality as s t ated in the Center ' s 

Mission Statement~ 

The Wentzville Assemb l y Center i s 

dedicated to assembl i ng the world ' s 

highest--quality vehicle at an 

effec tive cost~ consi stent with our 

obligation to the consumer, our employes , 

the community and the Corporation. 

I nitially everyone pulled together toward a common 

goal; and success was achieved. The Center had the 

h ighest first audit (Quality Audit ) ever achiev ed for 

both a new plant and new model car. By the ear ly par t 

o f 1985 , the Center was producing a vehicle recogni z e d 

by c u s tomer ratings as the bes t qua li ty automobile 

prod uced in North America. For the most part the 

qual i ty aud i t mai ntained its lofty level, and all seemed 

to b e working together towards the Wentzi v ille Asse mbl y 

Center operating philosophy: 
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We believe that all people have dignity 

and respond in the manner in which they 

are t r eated . 

Informed people working together with 

mutual trust and respect will create an 

environment that encourages support, 

participation, pride, craftsmanship, a n d 

personal development. 

We are committed to the importance of 

individual involvement in decision -

making in orde r t o achieve common 

goals and to mee t the challenges 

of the marketplace . 

Then the addition of the second shift and an additional 

three- thousand employees brought new pressures on the 

system. 

With the new problems and concerns brough t on by the 

addition of another shift, closely followed by the 

introduction of a t o tally new model; the old adage that 

people tend to revert to that which they are most 

comfortab l e with when subjected to pressure and stress, 

seemingly came true. Th e work force, for the most part 

trained for many years in traditiona l Gener al Motors 

settings, tended to point f ingers and attempted to find 
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f ault, rather than work together to achieve a solution. 

The Union once again became a dominant for ce to be dealt 

with in all areas of the plant. 

The newly hired s econd shift employees were brought 

on board to be trained by the first shift e mployees. 

l'his old tradi t ional a dage once agai n surfaced and was 

being passed o n to t h e new employees . 

At this p o int it is not the writer ' s intent to 

paint a picture of doom and gloom; far from i t , t h e 

Center has many positive plans and concepts firmly 1n 

place. However the time had come , to a ddress t h o s e old 

traditional style management maladies , such as dist r ust 

and looking out for one's self, and drive them bac k in 

the hole. 

Material Management Department is a group of over 

three-hundred-fifty people, involved in all aspects o f 

material ordering, receiving, delivery within the plant, 

scheduling the build of the produ ct, and u l ti matel y the 

outbound shipping of the finished automobil e. The 

department is managed by a director, who is also a 

member of the p l ant managers ' staff. The Material 

Director has four d e partment heads who manage the four 

primary aspects of h i s r ealm of respons i bil ity. The 

floor operation is the largest of these groups, 

encompassing approximately three-hundred of the 

12 
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department's employees. The floor operation is run by a 

department manager, two shift managers (one per shift) 

and twenty advisors. Each advisor has roughly t wenty 

quality operators that report to him/her daily. The 

quality operators, or hourl y employees , a re represented 

by the Uni t ed Auto Workers Union; as are t he majority 

of t he hourly rated personnel employed at the Center. 

The floor operation is the group responsibl e for the 

i'·ecei vi ng, and time ly deli vet-y to its r·especti YE• "home" 

within the plant, al l product ive material required in 

the assembly of the automobile. To ensure that this 

process takes place as required, the floor operation 

relies heavi l y on the support of the other operations 

within the Material Management Department . 

In the Material Manag ement Department the n eed to 

maintain current l y, and improve the team development i n 

the immediate future is a must. B1:2i ng a service 

oriented group, our success depends on our ability to 

work together and communicate honest, accurate 

informat ion throughout the depar tment to a l l o ur people. 

Given today's competition in the automotive 

marketplace; the Wentzville Assembly Center needs to be 

a leader in World Class Quality, Cost a nd Schedule. To 

attain these goals, the work force needs to be committed 

to a common course of action, and without teamwork the 
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goals will not be met . Failure to achieve World Class 

competitiveness will result in short term - loss of 

jobs, and long term - plant closing . 

14 



LITERATURE REVIEW 

An Industry Management Tool 

Whose Time Has Arrived 

The competition in the automotive industry today is 

forcing management to take another look at how they run 

the business. The quality levels expected by today's 

consumer has changed the industry's priorities in the 

realm of qual ity, cost, and schedule . 

"Organizations lulled by deci:1.des 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 

class product, the industry has explor ed and tried many 

varied approaches. Wheelwr igh t and Hayes (1985, p.99) 

f~el that, "manL1factur- ing companies, par-ticularly those 

in the United States , are today facing intens ified 

competition. For many it is a case of simp le 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, mar-keting 

ingenui t y, or financial str-ength as on something much 
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harder to duplicate: superior overall manufacturing 

ca.pa.bi l i ty. The competi tion has most of its assets tied 

to manufacturing funct i on, and as a result their quality 

and productivity gains are setting new standards o f 

excellence for the industry (Wheelwright and Hayes, 

:l 986). 

"l\lew tEKhnologies haven ' t mc:°lde any massive 

imp r·ovement in (the auto indLtStt'"y's) p r·oductivity. 11 says 

James Harbour, an auto consultant whom General Motors 

recent ly hired to help solve its technology problems. 

"Sc:, fc:u•· , they h a vf: turrH0d out to be mor·e shot--J than 

substance. 11 Auto makers could make bigger gains, he 

says, by scrapping outmoded work rules, managing their 

work forces better and handling their parts inventories 

more e·ffic:iently (l\lag, 1986, p. 1). 

Ultimately high-tech will have a significant impact 

on the industry , but the involvement of the people 

offers a virtually untapped source of information and 

:ideas in most domestic manufactur ing settings 

<Tn:'goe ,_. 1983). 

Installing Quality Circles in the automobile 

industry offers the value of increased production. 

emp loyee involvement. and high morale i n the oper ation 

of factory plants. Quality Circles represent a new 

management tool and philosophy which recognizes and uses 
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the creative intellect of all associates. Companies of 

all kinds, industrial health care, and retail, are 

waking up to the wealth of ideas and solutions stored in 

all company employees. Through Quality Circles, 

industry is realizing great rewards by converting mere 

employees into positive-thinking problem solvers . Some 

one-thousand-five- hundred Uni ted States companies are 

trying their hand at harnessing employee brai n power. 

Qual ity Circles a re reversing the worker's role as 

indust ry 's silent majority <Antilla, 1981) . 

Let us discuss some of the reasons t hat can c a use 

failures i n Quality Cir c les: 

1. Poor Communications 

2. A closed door poli cy 

3. Associates given no training 

4. No follow-up projects 

5. Poor middle management support 

6. Lip service from management 

7. No union involvement 

8. No objectives f or the program 

9. "Not fo1-- me" attitude 

10. No publicity or recognition 

11. Poor understanding of the Quality 

Circle philosophy 

12. Too much expectation from management 

17 



13. Failure to maintain initial enthusi asm 

14. A change in management 

15. No interest in improv ing quality of 

worklife 

<Ingle, 1983). Dr. Col e, an authority of J apanese 

management at the University of Michigan, states that 

f i fty percent of Quality Circle efforts in this country 

have failed (Racine, 1983 ). 

Management must focus the organization to return to 

the original idea behind Quality Circ les: the 

improvement of Quality. Patchin theory, that if Qualit y 

Circles are t o avoid the fate of such theories as 

Tayorism, Zero Defects, Statistical An a l ysis and MB□, 

management must forge a completely new relationship 

between the organizat i o n and its makers . This new 

relationship will be based on effective communication 

and mutual trust (Patch i n,1983, p . 124-127). 

Patchin's case s t udies show how in America the 

Quality Circle concept has put pressur e on workers to 

reduce costs. The fact that American management has 

abdicated its responsibili t y of controlling costs could 

be the end o f Quality Circles. The middle manage ment of 

our corporations needs to real ize that the 

responsibility o f their position is to maximi z e s the 

wealth of the stockholders. The fear in middle 
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management is that i f Quality Circl e s do succeed in 

improving quality and causing a real change in the work 

force , will the organization see that the way to reduce 

costs wil l be to eliminate middle management. 

Robert Patchin states a fear for the future of 

Qual ity Circles. "He says that we managers seem to be 

buying the flashy accoutrements of Quality Circles 

without recognizing that management, not the wor k force , 

has to make a major change in its methods . Duality 

Circles can succeed only if they have a major change in 

its methods. Quality Circles can succeed only if they 

have as their foundation an entirely new relationship 

between management and vmrkers (Patch in , 1983, p. 58) . " 

Recalling Ed Demi ng 's statement that eighty f i ve 

percent of the c hanges required to imp rov e the situa tion 

of American Industry have to come from management. Our 

managers have to accept the fact that their workers 

understand their jobs and are willing to help make the 

company a better, more productive place each day. To 

give Quality Circles a fighting chance, management must 

back off from its p resent style and provide workers with 

training in the process as well as time to identify and 

resolve their job-related problems. Most of all, 

management must show a willingness to follow through on 

proposed solutions, and give recognition when it is due 

19 
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(Patchin, 1983 , p. 127). 

Worker participat i on programs die out eventually if 

the organization does not change in a manner consistent 

with the democrat i c values and behaviors of the 

participation program. 

wor ker participation: 

Here are some ways to kill 

1 . Middle and upper management cease 

their responsi veness to worker suggestions 

a f t er t h e initial enthusiasm. 

2. The pay system f ails to acknowledge the 

new acti vities and contributions of 

workers. 

3. Supervisors resent the increased 

attention to workers and undermine t he 

program by not cooperating with the 

groups . 

4. Participating workers develop distorted 

perceptions of their own promotability 

and value to the company, and they become 

disi llusioned when they do not advance. 

Many participative programs underestimate the 

amount of training and learning necessary to support 

workers involvement. Worker s need exposure to problem 

solving, group processes, and business concept s . 

Managers need training in the listening and feedback 
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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 

skil l s necessary to treat others with dignity and 

respect . Participation as an effort to improve t he 

quality of work life requires t hat managers treat lower­

level employees as mature individuals, for participation 

implies a redistribution of power within the 

organiz ation (Casie□, 1986) . 

In one year, Toyota Motors had a total of 859 , 039 

suggest ions of which ninety-four percent were 

imp l ementt?d. This was a total of 3,365 suggestions put 

to use every worki n g 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 

problem-solving for all the r est, who are then expected 

to do as directed. In comp arison with Japanese plants 

using Quality Circles~ the contributing figure was found 

to be slightly more than sixty-one percent . Nearly two-

thirds of the people in the p lant 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 i n 
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the Japanese fi rms as ours (Tregoe, 1983). The 

overwhelming numbers used by Japanese firms to solve 

problems compared to United States firms goes a l ong way 

in explaining Japan's high quality image as opposed to 

the United States slumping quality image. In Japan , 

companies recognize employees as more than ''hands and 

feet,' ' but as valuable brai npower assets. Employees ' 

problem-solving abilities h ave become the key to 

Japanese industrial success. 

In the United States, top and middle management 

tend to solve those problems which are seen from the 

top and whose priorities are felt at the top . 

Operational problems which occur further down in the 

organizational structure receive scant attention. 

Middle managers tend to ignore them in favor of helping 

top management solve p rob lems. Top Management wi ll 

probably never know about many of the operational 

problems which are impending productivity at lowe r 

levels (Tregoe , 1983). 

Employee involvement i s the management tool that 

should, in many instances, be u ti l i zed to solve 

operational problems at their lowest level. The essence 

of participative management is driven by two basic 

concepts: 

1. People take more pride and interest in their 
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work when allowed to make contributions that 

influence decis ions in their work place, and 

2 . People closest to a problem are in the best 

position to solve it . 

Edward E. La.\."Jl er- I I I states, "To a ver-y signi ficant 

extent, a work team is only as effective as its group 

process. So many people come to the workplace without 

the k i nd of int erpersonal skills that it takes to make 

decisions , give feedback, and interact with each other 

in a positive manner. This is why extensive training is 

often need ed i n order for the groups to interact 

effectively <Lawler , 1986 1 p . 104). 

The philosophy of Participative Management is to 

recognize the worker as the e xpert in his field. 

Directly involving the employees in decisi ons that 

effect their work helps build trust. A "you tNin, I win" 

situation evolves and the list of problems becomes a 

list of solutions (Volk, 1<;>ff.S). 

"Probably t he greatest advantage," <.'Said Wayne 

Appleman, Cc:difm-nia State Per-sonnel Adff1inistt-ator, "is 

that they (Quality Circ l es) turned a lot of negat i v e 

energy into positive energy . Instead of grumbli ng and 

snapping, an employee has the opportunity to b ecome a 

positive fm-ce." (Stf?igel , 1982:,) . 



With all the glowing reports , stating the mer its 

a nd benefits to b e gained f r om the utili z ation 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 Ra.lph f,::ilma.n (l.984, p. 25) "Ma.nager-s seem often to 

insist on learning the hard way that a grand new fix 

David ?ivi el 

(l.9S:3, p . 26) states "p'"1rtic:ipat:ive ma.nagement is a 

powerful tool that has generated great achi evement in 

companies that use it wisel y. However, :it is not a 

mir·acle remedy thc1t ca.n be used inc!iscr··iminately." 

The biggest obstacle t o overcome, when moving 

toward active employee involvement, is the sharp change 

that may be required in the organization ' s manager ial 

style . The success of the program depends on a large 

degree , to how committed the managers and supervisors 

are to making it work (Schuster and Miller, 1985) . 

Halal agrees with this observation and adds yet another 

dimension to the problem of implementation . He states: 

"Another c:;bstac le to pa1-·ti ci pat ion is tha.t 

execut ives and managers usually have strong 

persona lities, which often fosters more 

dire ctive approaches to leadership. Not only 

are some managers unreceptive to the ' bottom- up ' 
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philosophy of management, but many workers 

are often cool to taking on the added 

responsibilities that are involved in making 

decisions" (Halal, 1981, p. 22) . 

The role of the supervisor becomes critical in the 

success or failure 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 management . 

Supervisors may not believe workers are concerned about 

the organizations requirements for productivity, 

quality , and other performance 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 offer some resistance to 

the process. The supervisor needs t o be made aware, 

that his role will actually be enhanced when employees 

become more responsible for their own behavior (Schuster 

and Mi 11 er , 1985) . Crosby fells that an environment of 

participation can only be developed through good 

intentions, patience , and delegation of r esponsibility. 
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"Strong guidance, little dir-ection, and mutual respect 

are the techniques of participation" (Crosby, 1981 , p . 

27) . These attitudes and perceptions must be shared 

thr oughout all levels of the o rganization (Niehouse, 

1986) . 

Because of the organizat ion o f Quality Circles, the 

first line and middle managers may feel they have l i ttle 

or no direct involvement in Ci rcle projects. Thi s l eads 

to a reluctance to accept change accordingly, generates 

only lip service in support of Quality Circles (Volk 

1983). It is imperative that the organization assures 

associates and management that this is a new management 

philosophy , not just another program (Stei gel, 1983). 

The first and most important step in i mpl e men ting a 

program of i mprovement, is to gain the full commitment 

of top management that the necessary changes will in 

fact be made. Top management, from the chief-executi ve 

officer on down, must buy into the entire process to 

ensure succes s. Without upper management backing, the 

program 1s doomed to failure before it even gets off t he 

ground (Tre goe, 1983) . 

Once top management has bought into a participa t ive 

ma nagement it must be filtered down to all levels of 

management. All companies with succe ssful programs 

stress that it must be woven into management structure. 
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If not accepted and supported by line management, it 

will be viev-;ed by all a.s. "just another p 1--ogra.m" 

(Antilla, l9BU. 

Union-management cooperative problem-solvinq 

ventures explicitly recognize the need to br i ng two 

conf licting groups together to identify areas of mutual 

concern and to reduce the level of adversarial behavior 

i n the work setting. Union-management committees often 

serve as sounding boards and attempt to prevent 

potential problems from occurring or escalating . In 

addition, a Joint union-management committee may 

identify o pportunities, solve problems, and gui de union­

management t ask forces dealing with specific problems 

(Casi co, 1.986). 

One final consideration to be dealt with in a 

participative approach to running the business, is 

dealing with the union. Sami ee ·ff•.?E•l s: 

"If c1n environment of mutual tr-ust and respect is 

established in the plants and long-term needs of 

the workers are addressed b y their employers, the 

union's power as an opponent of management will 

fade into obscurity (Samiee, 1982, p. 91). 

The opinion of Samiee is disputed by Schuster and Miller 

(1985,p. 26) who state: 

" Fi1rst, most or-·gc:1.nizations should not implement an 
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Employee Involvement strategy without union 

support or tacit approval; too many organizations 

have seen their well intentioned efforts 

undermine•d by union disappr·oval." 

The strength of the United Auto Workers can be put in 

proper perspective when one realizes that a survey 

conducted by S amiee ( 1982) shows that the overwhelming 

majority of UAW wor kers polled were more dedicated to 

their u nion than to their employers . 

Management must be committed to long-term 

prosperity of its wor kers. "Duali t y cir·cles <':Ind other· 

measures taken to impr ove productivity and quality will 

be s uccessful only if workers feel committed and 

df2dicatecl to the:tr· employe;···s" (Samiee, 1982,1 p. 9 11 . 

The adversarial relationship between Union and 

Management is limited , in the areas that it al lows 

employees to gain power. It rarely gives them a chance 

to influence capital investment, business strategy, work 

methods, and plan n ing and scheduling decision s. It also 

does little to move information to lower levels in an 

organization or to improve the skills and knowledge of 

lower - level employees. It often inhibits the downward 

flow of information that will harm their bargaining 

position. Although it moves rewards downward, in most 

cases it has not created systems i n which rewards are 
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directly tied to the success of the organization. It 

leaves many features of traditional management practices 

unchanged, as a move toward e mployee involvement, it is 

limi ted. Adversarial relationsh ips involve great 

amounts of time and effort . They represent an enormous 

parallel structure since they require a union hierarchy 

as will as an organizational h ierarchy. When they fail 

to produce a resolution of differences, strikes and 

labor stoppages result. 

Unions are concerned that participation will 

undermine the collective bargai ning arrangements that 

have been in operation for decades . Many times issues 

are discussed and dropped because t he union leader 

insisted that the issue was a bargaining issue and had 

to be handled within the contract. 

Better union-managemen t relationships can profit 

and benefit both the union and management. It can be a 

tremendous cost -saver if it reduces the likelihood of 

strikes or grievances and facilitates change. Ne ver the 

less, some union leaders clearly see Team projects as 

threats to their power base, particular l y when they have 

built their power on an adversarial relationship and 

grievances (Lawler, 1986~ p. 120). 
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----------..... --~ =======.-~ ---

In summation the Wentzville Assembly Center has 

utilized the team approach, or participative management 

concept toward running the business since it opened its 

doors i r1 1983. 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 requiring additional attention to 

continue the team development process as it was intended 

to function. To review the various concept s dealing 

with employee involvement; gives one t he opportunity to 

reflect on the changes required in the init i al process, 

merely to keep pace with the changing nature of the 

business . 

"Par-ticipa.tive management is neither 2, 

panacea which will magically release 

untapped human potential, nor is it a 

serious threat to managerial p rerogatives 

and organizational control . Rather, it 

seems to compri se a poorl y u nderstood aspect 

of leadership, which has probabl y resisted 

rational analysis because of the inherently 

sensitive nature of the superior-subordinate 

relationship and because of t h e absence of 

useful knowledge" (Ha.J. al , 1981,, p.28). 



-
Keeping in mind that the process itself is 

relatively new, and no one has all the right answers; 

t r ust , commitment, communication, and Union/Management 

relationships, a ppear to be areas where time and effort 

spent will offer t h e best returns. 
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TEAMWORK EVALUATION SURVEY QUEST IONNAIRE 

All of the hypot heses utilized i n t his s tudy were 

developed to evaluate need based on comp a ri son, hourly 

to salary, and the feelings of the t o t a l g roup ut i l izing 

me asures of central tend e ncy. 

Hyeothesis 1: The overall teamwork c oncept wil l show 

higher sat i sfaction from a de partment a l 

viewpoint, as opposed t o the t o tal plant 

percept ion . 

~YeQ1b~al§ £~ The responses will identi fy a need t o 

i mprove trust. 

The need to improve communicat i on will be 

r ead ily i dent i fied. 

~YeQ1b~al§ ~~ The overal l impressi ons o f the salar i e d 

work f orce wil l scor e higher than the 

hour ly. 

~YeQ1b~ala ~~ The h our l y work for ce will perc e ive t he 

union/management re lat ions t o b e better 

than the salar ied g roup. 



Q~t~ Collec tion 

The questionnaire utilized was developed by the 

writer, and a copy of the instrument appears in appendix 

A. 

The Teamwork Evaluation was distributed to the 

hourly team coordinators in the Material Management 

Department at t he Center. In addi tion , all advisors 

involved with the floor operation 1n the Material Group 

completed the questionnaire. 

The Teamwork Evaluation Questionnaire was 

distributed May 23 , 1988, utilizing the following 

procedure : 

1. The hourly employees were together for 

their weekly team coordinator meet ing, 

and the instrument was distributed to the 

employees by the shift manager at the 

meeting. 

2. The salaried employees were given the 

survey at their daily update meeting 

held in the departmental conference room; 

again the shift manager admi nistered the 

instrument. 
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3. An explanation of the instrument and 

directions for its completion were given, 

and employees were offered an opportunity 

for questions regarding any portion of the 

quest ionnaire they felt needed 

clarification. 

4. The individuals completed the s u rvey 

independently and returned them to the 

shift manager prior to leavi ng the room. 

5. Upon completion by all participants, t h e 

questionnaires were returned to the 

resear cher for tabulation and analysis . 

The survey instrument consisted of sixteen 

questions relative to the employee's impression of 

teamwork within t h e Center, and an additional sixteen 

questions specific t o their impressions of teamwork 

within the department. The responses were measured on a 

five point scale, one being poor and five being 

excellent. In addition to the questions requiring a 

numeri cal response, s p ace was provided for the 

participants to write about any areas they felt needed 

attention. 
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The instrument was not field tested prior to being 

administered to the groups previousl y mentioned. 

The questionnaire administered t o the salary and 

hour ly groups was identical with one ex ception; one 

question pertain ing to the effec t iveness of t he 

corrective discipline procedure was deleted f r om the 

survey given to the hourly employees to eliminate any 

cause for concern from the union hierarchy. 

Data Anal~sis 

The results of t he data obtained were summarized by 

determining the average mean score as a measure of 

central tendency. The numerical results for each 

question were broken into sever al different bits of data 

to be analyzed [i.e. total department, hour ly, salary, 

etc.J, and the written responses were categorized and 

evaluated as well. 

Limitations of the Data Control Plan 

The survey r esul ts may have been distorted to some 

extent by exter nal forces present at the time survey was 

admini stered. Examples of these forces being, slow 

product sales and corporate talk of shutting facilities 

down, the elimination of a shift at t h e Center, and 

losses of jobs due to the closing of the St. Louis truck 
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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 forces wouldn't 

necessarily 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 queries and 

measure areas of need. 
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B. Joint union-management problem solving 

The negative problems associated with this 

particular intervention are: 

A. A definite potential for union resistance, 

B. The timing required to implement [i.e. 

waiting eighteen months for the next 

contract negotiations to open.J 

This alternative has the potential of being a very 

costly undertaking, given the amount of change that 

management may be looking for and the union's ability to 

resist in a manner counter-productive to operational 

efficiency. The joint union-management undertakings 

offer the potential for benefitting both parties at a 

minimal cost, if they can work together to achieve 

soluticins. The primary obstacle to this taking place is 

the lack of trust/respect between the parties to ensure 

the programs effectiveness. 

Al ternative Three - �I�m�H�r %¡�v�e�d� Info rmation Sharing 

On the positive side, an informed knowledgeabl e 

work force is better prepared to make decisions which 

benefit the work place. If management wants to develop 

the workers, and have them assume responsibility, it's 

their duty to ensure they have the tools to accomplish 

the task. The negatives associated with sharing more 

information deal with the old fears that the people ,,,,.._ ........ . 
:-•• :.) ....... 

1,...t. t-.. < .~-•• 
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receiving the information may not know how to handle it, 

and the information may be used counter-productively. 

In addition, some managers still work under the concept 

that information is power and they are unwilling to give 

it up. 

Overall the idea of improv ing the communication and 

feedback within all groups at the Center is a concept 

currently taki ng place on a limited basis, but the 

groundwork is being layed to improve the process as the 

situation warrants it. 

Alternative Four Q~t~l~~ Consultant (Team Building) 

The concept of utilizing an outside facilitator to 

develop the management team will not be without 

detractors . It is very difficult to allow an outsider 

into one's trust, and to share concerns/frustrations 

because of the potential that what you say may come back 

to haunt you. The positive aspects of the management 

team developing and committing to common goals is far 

reaching. All of the departments within the Center 

working together, and moving in the same direction to 

achieve clearly established goals will make it easier 

for their workgroup to react to problem situations in a 

uni fied manner. 
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Polic~ Recommendat i ons 

Based on the results of the Teamwork Evaluation 

Questionnai re , a formal policy recommendation would 

entail combining specific 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 Quo , the wr iter observes 

no need to delete from the format currently in place, 

but to build upon the framework established to date. 

Changing the Center's operation philosophy entails 

an approach toward dealing with the union, totall y 

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 expertise] would 

require careful planning and strategy to i mplement. It 

would be advantageous to pursue the joi nt union­

management problem solving arena initially, and use the 

success in this area as a barometer for taking on the 

issues of work rules and operational concepts. 

It is the opinion of the writer that two primary 
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areas, communication and plant direction, must improve 

if 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 whi ch makes quality, 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 

effort to enhance the communication and feedback 

processes in place. In addition to these items and all 

the other communication techniques in place at the 

Center, emphasis has to be placed on good daily 

communication down through the system. All department 

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 

employees sense of security, as Blanchard states (1986, 

p.. 22) : 

"People are r-eady to participate and get 

involved in decision-making as long as they 

feel safe and secure. Threaten their job 

security and see what happens when you ask 
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for SLtggest i ons to increi:i.se productivity." 

The simple tool of communication and feedback is 

poten t ially the most powerful wedge the management group 

has, and it must c ommi t the resources required to ensure 

it's utilized properly. 

To enhance the i mprov e d communication at t h e 

Center, the management team needs to come t ogether 

relat i ve to plant direction. This is not to say that 

all sal aried personnel should utilize the same 

management techniques , but thei r ul ti mate goal or 

direction should be common. The workforce needs 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 s ends mixed 

signals to the workforce. It is the opin ion of t he 

writer, until the staff and superintendent group learns 

to level with each other, and commits to treati n g e ach 

other with i n tegrity; world class quality, c ost, and 

schedule efficiency at the Center will be a difficult 

task to accomplish. As mentioned in previous chapters, 

a team building e xercise for the s alaried workf o rce 

won ' t come cheap, but the di vidends wil l j ustify the 

e:-:pense. 

Recommendati ons for Further B~~~~~~b 

The in iti al instrument utilized by the res e a rcher 
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to gather data, was certainly not without flaws, however 

specific areas of concern were identified. At this 

point in time a questionnaire relative to the current 

attitudes may be in order to re-evaluate opinions. A 

follow up survey after the intervention has been 

introduced for a sufficient amount of time would then 

offer t hree separate surveys for evaluation, and 

certainly should offer an adequate appraisal of the 

situation. 

In summation the writer would like t o quot e E. E. 

Lawler, who expresses the need for total team c ommitment 

if the concept is expected 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 require more change than 

many managers are willing to voluntarily 

accept ........ . . On the other hand, teams can 

be the basic building block upon which a high-

involvement organization is constructed. They 

have the potential to be highly effective if 

they fit the technology and the rest of the 

organization is designed to support them 

C 1986, p . 118) . 
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In essence, a management group committed to meet 

the needs of its workforce was the concept behind the 

alternatives offered by this writer to address the 

problems identified . 
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APPENDIX - A: TEAMWORK EVALUATION 
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TEAMWORK EVALUATION - DEPARTMENTAL 

The purpose of the survey is to measure the level of 
teamwork within your department. Please circle the number 
based on the scale of your feelings relative to your 
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. 

5 _E XCELLENT _ _ _ 
4 _GOOD _ _ _____ _ 
3 _ AVERAGE ____ _ 
2 _FAIR _______ _ 
1_POOR _ _ _ ____ _ 

1. Our ability to work together as a team ..... 1 2 3 4 5 

2,. Teamwor-k between shifts................. . ... 1 

3. Relationship with the represented workforce.l 

4 . Involvement of advisors in the goal setting 
process ... . ..... ..................... .... ....... ..... 1 

5 . In volvement of the quality operators in 
helping to make decisions about their jobs .. 1 

6. Planning and follow-up procedures ........... 1 

7. Relationship between management and the 
l □cal uni on ... ..... . . ................... .. .. 1 

8. The communication process within the 
department ............................ .. .... 1 

9. QWL of the salaried emp 1 oyees ...... . ....... . 1 

10. QWL of the represented employees ............ 1 

11. The team concept--salary workgroup .......... 1 

12. The team concept--represented workgroup ..... 1 

13. Clearly established departmental goals .. . ... ! 

14. The team meeting concept ............. . ...... 1 

15. Accomplishments as a result of team meetings1 

16. The performance appraisal procedure ... .... .. 1 

17. In your opinion, what needs to be done to 
improve the way we currently operate? Use 
the back cf this form if needed for your 
response. 
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TEAMWORK EVALUATION - TOTAL ORGANIZATION 

The purpose of this survey 1s to measure the level of 
teamwork within the organ ization. Please circle the number 
based on the scale of your feelings related to your 
organizat ion. This survey is being conducted to fulfill a 
personal commitment to receive my Masters Degree in 
Management. The results will be kept strictly conf idential. 

5_EXCELLENT _ _ _ 
4_800D _______ _ 
3_AVERAGE ____ _ 
2_FAIR _______ _ 
l_POOR _______ _ 

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

2. Teamwork between shifts ........ . .... . .. . ... 1 

3 . Relationship with the represented workforce.1 

4. I nvolvement of advisors in the goal setting 
process ......... . ..... ............ . ......... 1 

5 . I nvolvement of the quality operators in 
helping to make decisions about their jobs . . 1 

6. Planning and follow-up procedures ........... 1 

7. Relationship between management and the 
local union .................. .. ............... 1 

8. The communication process within the 
organ i z at i on .. ............. ............... .. 1 

9. The QWL program at the Center .... .......... . 1 

10. Teamwork between departments .......... .. . . .. 1 

11. The team concept as we know it at th e Centerl 

12. The corrective discipline procedure ... .. . ... 1 

13. Clearly estc:.\b lished plant goals ............. 1 

14. The team meeting concept ............ .......• 1 

1 c::-
,.J • 

16 . 

17. 

Accomplishments as a result of team meetings! 

The performance appraisal procedure .. . . . .... ! 

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