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TOTAL INVOLVEMENT TEAMS


GOING BEYOND PARTICIPATION

The goal of Total Involvement Teams, or our "Better and Better Process", is to go beyond participation and to maximize employee involvement and employee job satisfaction (Figure 1).  Through this Process we will recognize each individual as a total person.  By understanding how to involve the mind, heart, soul, and specific skills of each individual, we will establish an environ​ment that is based on trust and respect and provides meaningful work for all.  We are presently involving our total staff of 170 employees in analyzing the operation, establishing a mission, developing operating guidelines, and redesigning our departments and crews into cross-functional teams.  These "Total Involvement Teams" will take each employee beyond participation.

The Sabine Mining Company, SMC, located in East Texas, is a wholly-owned subsidiary of The North American Coal Corporation, NAC (Figure 2).  We produce and deliver approximately 3,000,000 tons of lignite per year to the H. W. Pirkey Power Plant which is owned and operated by our Customer, the Southwestern Electric Power Company, SWEPCO (Figure 3).  Mine development activities began in 1982 with the construction of our office/shop complex and the assembly of our two Bucyrus-Erie 1570-W draglines.  We first uncovered lignite in mid-1984 and moved into full production January 1985.  Lignite is loaded into 160-ton coal haulers by an Easi-miner and hauled an average distance of five miles to the power plant.  Our staff does an excellent job of reclaiming the East Texas land following our mining activities.  We have an excellent safety and environmental record and have always experienced very competitive costs and productivities.  Also, our staff exhibits a high level of dedication as demonstrated by averaging 97.5% attendance since start-up in 1984.

The concept of "Total Involvement Teams" is not new, but the benefits over traditional management methods are only now being explored and applied to highly mechanized/high production situations.  Most believe that this self-directed work team concept began in the manufacturing industries and that it is the only place that it will really work.  Today, the service industry has the largest application of self-directed work teams.   The truth is that this is not a new idea or concept and that it actually was first recognized in the mining industry in England.  In the early 1950's, the British National Coal Board did an extensive study on the change in social patterns identified with highly mechanized mining.  The coal extraction or "coal getting" methods had changed in England from that of the conven​tional "hand-got systems" to that of the more mechanized "longwall systems."  This innovation established crews of forty to fifty men in a hierarchy, which included "shot-firers" and "shift deputies", who were responsible to mine management for results.  This change in organizational structure, along with the technological changes, had a psychological and sociological impact on the miners and the work group.  The earlier "hand-got system" was based on autonomous pair-based work groups.  These pair-based groups consisted of three to eight men functioning as an interdependent work team.  These inter​dependent work teams made their own contracts with management, they contained workers with the full range of necessary skills, they picked their own workmates or team members, and they performed a whole or complete work task.  This pair-based group was an inde​pendent work group with total power over their task.  This study concluded that the socially ineffective structure of this early "longwall system" had a negative impact on morale, recruitment, labor turnover, absenteeism, and performance.  It then recommended that changes in the "longwall system" structure must take place to address the social needs of the employees.  The study suggested looking at smaller work groups that restore responsible autonomy to primary groups throughout the system.  This is the goal of implementing "Total Involvement Teams" at our operation.

We began developing our staff and organization in 1982 with a very traditional approach, which is typical of mining operations (Figure 4).  We established ten departments:  safety, human resources, employee relations, environmental, engineering, production, maintenance, accounting, purchasing, and warehousing.  The structure of the organization had eight positions reporting to the Mine Manager.  Our goal was to have a very flat organization, which was accomplished with only three layers of management.  In addition, we wanted a sound union-free program for our employees.  Everyone at Sabine is a salaried employee and a staff member; there are no workforce or hourly employees.  We have always said Sabine is People, Communications, and Attention to Detail.  Teamwork has been a part of our vocabulary from the start.  Employee involvement and participation has always been a prime focus in our approach to leadership and we have tried many programs such as employee surveys, time management, T-groups, job enrichment, employee par​ticipation, etc. (Figure 5).  Employee participation has been utilized for such things as equipment selection, shift schedule design and selection, promotions and demotions, safety inspections, and hiring.  These efforts have been very successful and have been recognized by very positive employee attitude survey results.

However, we felt that something in our organizational structure was limiting employee involvement and employee job satis​faction (Figure 6).  Two of the limiting influences of traditional organization structures are the feeling and belief by the employees that information flow and direction must come from the top down and, secondly, the numerous invisible fences or barriers that develop between departments and functional work activities.  It is apparent that our ability to achieve total employee involvement and participation had reached a restricting level or plateau (Figure 7).  It was our desire to move beyond this level of participation and have each employee feel a total commitment and ownership to their daily work effort and their Company.

In 1990, mine management spent many hours discussing various organizational structure changes that would minimize perceived barriers or fences and erase the feeling that direction must come from the top down.  After a few months, it occurred to us that any change in the organization structure, without involving our staff, would only reinforce the top down perception.  We then formulated a draft set of goals and objectives for the "Better and Better" process.  These were then discussed with our total staff and finalized as a direction for "Better and Better".  A few weeks later, we became aware of self-reliant work teams and that self-directed teams focused on maximizing employee involvement and job satis​faction.  At this time, we also became aware that help was available to guide us through a process of transition from the traditional organiza​tional culture to one of self-reliant work teams.  We considered trying to make this transition without any outside help.  We read about this subject, visited plants presently using the cross-functional teams process, and talked to several consultants.  After this research and additional discussion within the SMC management team and discussions with our parent Company, we decided to focus our "Better and Better" process on developing "Total Involvement Teams" and that, for our situation, it would be best done using a consultant (Figure 8).

The research we had conducted about building organiza​tions of total participation, collaboration, involvement, and teamwork provided us with many fresh views on leadership.  We realized we were not looking at just another management program but rather a unique process.

The "Better and Better" process would have to address the complete, three dimensional model of a company or organization such as described by William B. Dyer, Ph.D.  The three dimensions of Dyer's model are the "culture", the "system", and the "individual" (Figure 9).  The "culture" represents the shared values, percep​tions, and assump​tions held by most of the people belonging to an organization (Figure 10).  It is essential that the new organi​zation emphasize teamwork.  People must understand that only behavior supporting collaboration with others and teamwork will be acceptable.  The "system" side of the model refers to the agreed upon methods for doing work that exist within the organization (Figure 11).  The methods of doing work encompasses things like budget systems, management systems, pay systems, purchasing systems, mining systems, evaluation systems, etc.  These aspects of the organization must support the total involve​ment teams culture.  For example, the pay system must address more than just individual performance, as must the perfor​mance system; these systems must focus on teamwork.  The changing of many systems in any organi​zation will require the shifting of present management paradigms.  The remaining side of this three dimensional model represents the "individuals" (Figure 12).  Dyer stresses that inside the fabric of the culture and the systems are the employees, including all levels from the managers to the workers.  We all realize that the workers are really the producers of the product or service.  It is imperative that all employees participate in setting direction and in establishing and meeting standards for employee development.  Training must take a new focus and must ensure that all employees receive education in technical skills as well as business and leadership skills such as decision making, communications skills, consensus building, conflict resolution, and budgeting, to name a few.  All individuals must be expected to grow and participate as a total person with a deep sense of purpose.  We began to understand the importance of consistency in which an organization must have to balance the "culture", the "system", and the "individual".  This tie is essential in order to be a truly collaborative or a "Total Involvement Teams" organization.

We only began to understand what this process truly meant and the challenge in front of us.  We realized that this process would require the shifting of many paradigms.  We would have to be willing to look at our pay systems and our control systems.  We would have to establish a mission and strong principles or guide​lines for expected individual behaviors and for doing business.  These would have to be developed and shared by all of us at Sabine.  We would need a renewed and stronger focus on serving our internal and external Customers.  This would mean leading by establishing broad boundaries and parameters to achieve our defined goals and objectives.  Management had to recognize that the desired change in culture and systems would be impacted by frustrations, mistakes, turmoil, confusion, and many questions.  This was truly a vision for the future (Figure 13).  We were talking about two to five years to make a transition from employee dependence to one of interdependence and a true culture of total collaboration.  Our organizational goal was to become one of true synergy with only "WE" and no "THEY" -- one where employees would take personal risks to benefit the Company and themselves.  When we achieve this type of culture, system, and individual commitment, we will have a "Total Involvement Teams" organization.

We began this journey by obtaining a commitment of support from our parent Company.  In addition, we told our Customer about our desire to enter into this process and asked for and obtained their support.  We committed to two parameters, the first being that our cost of delivered product to our Customer would not increase as a result of this process and, secondly, we would have a check and balance system for all activities of our operation.  The Process concept recommended to us was that we establish a cross-sectional group of employees, which we would call the Design Team (Figure 14).  The Design Team had to represent all major functions or activities of the operation and would develop and recommend the design for our future self-reliant or "Total Involvement Teams" structure.  We estimated that the effort of the Design Team would take a year to eighteen months to complete.  A Consultant was selected to assist us and we officially began this process in July of 1991.

In October, we made an adjustment and formed the Coor​dination Team (Figure 15).  This Team consists of the Mine Manager plus four others.  We also combined the Production and Maintenance Departments into one Department, which we called Operations.  The goal of forming the Operations Department was to unite the focus of our maintenance and production functions.  Another change was the individuals who were the Department Managers of Engineering, Support Services, and Production were asked to rotate assignments.  It was felt that by switching assignments, each individual would gain a new, broader perspective of the total operation.  Also, teamwork would be enhanced due to the need to utilize the expertise of the others in their new assignment; the expertise which they each had developed in their past assignment.  These three individuals were asked to decide who would be assigned the responsibilities for Technical Services, Support Services, and the new department, Operations (Figure 16).  In addition, the fifth member of the Coordination Team was assigned the Human Resource res​ponsibilities and was to provide the direction for the "Better and Better" process.  The Coordination Team, or C-Team for short, now had five members with the following primary assignments:

Sponsor

Human Resources

Operations

Support Services

Technical Services

The charter of the C-Team is to lead the process and the operation by sharing responsibilities, to remove barriers between groups, to focus on our Customers, and to set objectives that meet the needs of our external Customer, our internal Customers, and our Business (Figure 17).

During this same time, we asked the Sabine staff to select the Design Team which would support all major functional activities of our mine.  To gain an understanding of our business, our Consultant suggested, and we agreed, that the mine can be divided into six functional areas.  Based on this input, plus discussions with our staff, we divided our functional activities into the following six areas:  reclamation/load haul, mobile maintenance, field maintenance, technical services, support services, and overburden removal/water management (Figure 18).  The individuals working in these areas were then asked to use a defined set of criteria to select by consensus an individual for their area.  After about five meetings of the Design Team, it was apparent to them that we were alienating a very important group within the traditional structure, our Supervisors.  They recommended and, the C-Team agreed, that we needed to add a seventh member to the Design Team to support our Supervisors.  The Design Team's charter is to support all areas or functional activities of our business (Figure 19).  The Team meets every two weeks for two days and then reports with the results of these meetings to their group.  This feedback process allows them to gain input from their group, which is shared with the other members of the Design Team at the next meeting.

This Team spent their first seven months analyzing the structure and systems at Sabine (Figure 20).  They have looked at all steps of our technical work systems.  This began by reviewing and understanding the initial environmental studies that were completed for our permit and followed through all of the remaining steps of our mining operation.  These steps included land clearing, topsoil removal, road building, dragline operation, coal loading, spoil grading, revegetation, maintenance of all equipment, electrical power distribution, accounting, record keeping, pur​chasing, etc.  They reviewed our hiring process, training methods, formal and informal recognition methods, and communications methods.  During this review, they identified the key activities of our business, the key variances that impacts each activity, and the key actions required to correct any noted variances.  This analysis has given the Design Team a thorough understanding of our business.  This process has provided Sabine with a single complete overview of our business.  The effort has provided our staff with a much better understanding of how a single job interacts with others and how it impacts our costs, quality, and tonnage or the final complete product delivered to our Customer.  This extensive analysis of our business is now being used to redesign our structure and our technical and people systems (Figure 21).  The new design will focus on the needs of our external customer (SWEPCO) and our internal customers (our team members).  The new structural design will bring together many functions into a cross-functional team.  A cross-functional team will be a complete business unit functioning within the umbrella of the total Sabine business unit.  Each unit will set their own goals and objectives for their particular business unit based on the overall Sabine goals.   This unit or team will be made up of individuals with varied abilities and responsibilities such as equipment operation, equipment mainte​nance, planning, budgeting, costing, hiring, safety, environmental, and performance evaluation.   When the Design Team completes their design recommendations, they will develop a transition plan (Figure 22).  This transition plan will address education or necessary training for our staff, the schedule for this transition or change in structure, and the measurements to be used to measure the success of the new structure.  Along with the transition plan, the Design Team will develop an implementation plan (Figure 23).  The goal of the Design Team is to present their recommendations for structure and system changes to the C-Team in September.  Implementation of these structure and system changes should begin in October.

These changes in structure and systems will have a major impact on our culture.  We do not expect this to be a clean, smooth transition away from our traditional way of doing business.  We know that in the future we will have to continually go through a design and change cycle (Figure 24).  Therefore, as soon as we have moved into "Total Involvement Teams", we will establish a Renewal Team.  This Renewal Team will cover items not addressed by the efforts of the Design Team.  They will address concerns that arise during the implementation of these changes.  The Renewal Team will be the tool we will use to facilitate a team approach to meet our goal of continual change and growth.  This is the first of many future design and change cycles.

As the Design Team was progressing through the analysis stage, it became obvious that we may want to make some changes or enhancements to facilitate the Teams structure implementation in October.  One that was very obvious was the need for Team develop​ment training and another was the thought of setting up a model Team to address a major variance that was seen in almost every operational activity.  They recommended that we form The Sabine Mining Company University, SMCU, for our training needs (Figure 25).  SMCU would provide the leadership development, teams develop​ment, and technical skill development necessary for cross-functional teams.  A Board of Regents, which consists of five individuals, was established to administer the training curriculum and schedule.  It was decided that all participants in the initial training would share the responsibility for conducting one specific course module.  The total SMCU Team development training program consists of seventeen modules and covers subjects such as communi​cations, problem solving, measurements, effective meetings, customer focus, planning, conflict resolution, leadership, and performance feedback.  The seventeen modules are divided into three segments and the goal is to have all SMC employees complete Segment I prior to implementation of the Teams structure in October.  The modules that have been completed to date have gone exceptionally well.

The Design Team also suggested that we establish a Model Team to address our largest single operational variance, mine roads (Figure 26).  The C-Team definitely saw and supported the merits of this suggestion.  The Design Team, working with equipment operators, mechanics, engineers, costing, and safety, devised a structure and base criteria for this Model Team.  The recommended structure had five full-time Team members, four resource or support members, and a facilitator (Figure 27).  Four of the full-time positions would be equipment operators and the fifth would be a mechanic.  The four resource members would have support functions including environ​mental, communications, engineering, and surveying.  The Sabine Staff was then asked for volunteers to fill these nine positions.  The volunteers selected the individuals for all these positions, except the facilitator.  This Model Team met and named themselves the "Roadrunners".  During their first week of existence, they received the Segment I modules of the SMCU Team development program.  The Roadrunners reviewed the mine plans and established a program of work.  They schedule their work, administer their time off, report their time and statistics, and perform preventative maintenance on the equipment, all within Sabine's established boundaries.  They have completed the con​struction of several roads and have done a quality job.  All of Sabine has benefited from the positive results of the Roadrunners' efforts.  This Model Team is providing a real example and under​standing of how cross-functional teams or "Total Involvement Teams" function and their real benefits for the employees.  The indivi​duals on the Roadrunners' Team exhibit a very high degree of involvement and job satisfaction.  We believe that we have the start of a culture that recognizes our business needs and the sociological and psychological needs of the individual.

We need to explain our definition or criteria for a cross-functional or a "Total Involvement Team".  A Team will be formed around one specific mine activity such as overburden removal or coal loading and hauling (Figure 28).  Each Team member will have a specific primary skill or responsibility, which they bring to the team, plus have the ability to become trained in other required primary and support skills needed by that team (Figure 29).  Primary responsi​bi​lities or skills needed by the Team could be equipment operating skills, equipment maintenance skills, or planning skills.  Secondary or support skills and responsibilities would tie this team to the other teams (Figure 30).  The Team may need individuals with responsibility for team safety, environmental results, scheduling, coordination, or costing.  Each of these Teams will have a Coach and Facilitator to assist the Team with team development, communi​ca​tions, and accountability (Figure 31).  Each Coach and Facilitator will work with several Teams.

A few months after the Supervisors selected an individual to be on the Design Team, they began to question their own struc​ture in the Operations Department.  They sat down and discussed the needs of the group.  This discussion led to the conclusion that some individuals should focus on communications and people, others should focus on planning and coordination, and others should concentrate on the technical aspects of equipment operations and maintenance.  This group of 14 individuals recommended that they divide themselves into a group of six Coaches, three Coordinators, three Technical Advisors, and two Support Staff.  This group also developed the criteria to be used to select the individuals for these areas of responsibility.  Now came the difficult task of deciding who they would recommend for each of these three areas of responsibility.  After several meetings with C-Team members and our Consultant, they selected the individuals for the six Coaches, the three Coordinators, the three Technical Advisors, and the two Support Staff.  This change has been very positive and has contributed greatly toward solidifying our Operations area.

By this time next year, we will have worked several months in this new culture and system (Figure 32).  However, we are already seeing many positive benefits as a result of beginning this journey last July.  All seven members of our Design Team have grown tremendously and now have the ability to conduct very professional meetings.  They have helped our staff of 170 employees understand consensus building.  These individuals feel very positive about this growth and state openly that they have become a much better citizen at work, in their communities, and within their own families.  Since the first of this year, we have seen an improve​ment in our attendance.  Already, several crews are tracking their own performance on Lotus spread sheets.  The previous barriers that existed between the production and maintenance areas have all but gone away with the organization of the Operations Department. During the past few weeks, our shovel/truck fleet has exceeded our performance projections.  Our leadership group has come together and understands the benefits of shared responsibilities and feels unencumbered by input from others.  Our staff has taken the Vision, Mission, and Guiding Principles of The North American Coal Corporation and developed our own unique supporting Vision, Mission, and Operating Guidelines (Figure 33).

We now realize the need for a shared vision and mission.  We are only beginning to understand what is meant by principle based leadership.  However, most of all, we have gained a new understanding of what it means to truly trust and respect each other and how, with only deep founded TRUST and RESPECT for each other, will we all have MEANINGFUL WORK (Figure 34).  I now see people speaking from their heart and truly trying to understand what others are trying to say.  It is easy to sense an elevated level of communications.  I have become more aware of the many different strengths present in our employees.  I have a new appreciation for all individuals at Sabine and their abilities to make a positive contribution to our operation.  This process has helped me become a better husband and father.  It is now apparent to me that what we are really doing is developing TRUST and RESPECT to a level where an understanding of others is driving our communications and relationships with our fellow employees and our Customers.  We are truly learning to "Celebrate Our Differences" (Figure 35).  The bringing together of our differences is the single, largest benefit of our Teams process.  It is a great pleasure for me to witness the excitement, commitment, and support I see from our employees.  Individuals who were previously quiet and just followed the general flow or direction are now expressing their thoughts and ideas.  I see many more individuals involved in discussing and solving concerns and implementing ideas than we have ever seen in the past.

What does this mean for the future of The Sabine Mining Company?  We will continue our journey through this process toward "Total Involvement Teams" (Figure 36).  We will continue our growth in developing and understanding people and how they can contribute to the growth of our business.  The results will be a culture that recognizes our employees specific skills, mind, heart, and soul.  This culture will allow us to provide the best possible cost, service and product to our Customer, SWEPCO.  Therefore, our results will be maximized for our employees, The Sabine Mining Company, and our parent Company, The North American Coal Corporation.
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