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FORMING TEAM WORKING

FOREWORD
Up to current date the purpose of “team work” is not defined, and is vital  to mention  in this thesis that one of the aims to show how team function in organization, which are the possible candidates to be part of team and if these, despite their different leadership styles, can set a team, and how the team can be managed. The current material tries to show the possible development the companies can have in team work, and therefore they can go ahead and escape of the current situation that exists in our country, since it would be difficult or almost impossible to do it successfully. I hope this work to the relevant person who is taking action to develop team work, and is aware that hard work and dedication are extremely important in order to accomplish the desired goals.
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SYNTHESIS

The thesis was developed in 8 chapters, in which the first chapter contains the theoretical framework, which describes short introduction on work teams within organizations and their characteristics, the issues they have and  how teams can be formed within organization, the process of organizational development and their behavior. At the second stage we will see different levels for the integration of work teams within organization and their characteristics and existing action plans. In the thirds chapter we will discuss about self competitiveness teams, in particular what they are focused on and what challenges they face. The fourth covers so basic staff about organization and processing, the team design process and evaluation. The sixth chapter shows the reason why is vital to form a team within organization. The reason of the whole learning process obviously is to innovate and find the right model and introduce it to our own organization. The seventh chapter is training based method which encourage work skills in prospective people within organization. The final chapter seven will be experimental based, by introducing different leadership styles to a work team and analyze positive changes and different perspectives. 







  INTRODUCTION
 	
 Training of work teams is the key factor for quality improvement. All the hight quality companies has been arranged into a teams. Management via team work is to improve self direction, self responsibility good creativity and consistent improvement. The main objective of this thesis is to know the methodology, characteristics , problems and stages for development of the work team. The selection of team leader for an existing team is very important as apparently no everyone has the skills to be part of self – directed team. There are limitations to be able to form a good work team, such as problems in decision making, looking for the perfect candidate to join the work team.
 
1 THEORETICAL FRAMEWORK

 	Working in a team brings much more benefits than being isolated, even if the worker is highly skilled. Apart of highly developed skills also it plays role good level of interaction while performing. The  importance of  self directed team is very important as they face increasingly competitive market high customer demands and clients, shareholders with high expectations. Organizations are social systems if we are willing to understand the actual purpose of them we need to know how they work. The progress on society is based on efficient organization. 
Work team. That is a small or large group of people with common task enthusiastically striving for successful completion of a task.  Team members who contribute to the development of this type of activity, a favorable environment between the skills and demands of the role, higher order goals and team awards. 
Characteristics of efficient equipment. Propitious environment, it is one of characteristics of work teams since there is a greater number of probabilities that team work will be achieved when management creates good work environment that supports them. This type of criteria improves cooperation, trust, and supervisors need to create organizational culture which creates these conditions
SKILLS AND ROLES CLARITY  Team members need to be well trained about their job, and have clear will in regards to performance. They must be trained individually so they can contribute  voluntary goods to the job, above the other requirements needed. 
GOALS OF HIGHER ORDER.  One of the main responsibilities of managers is to try to keep team members from losing sight of their overall work.  But sometimes the very policies of the company, record-keeping procedures, and reward systems come to fragment individual efforts and discourage teamwork.
TEAM AWARDS A good way to encourage team work is the presence of team awards.
Also some type of recognition, or training will be useful for the development for the staff. Also the a good award will be to give some of the team member the choice to introduce another team member to the team.




Possible equipment problems.When  the team is in action, they are likely to share values, customer opinion and satisfaction, and success. Because is complex and dynamic team work is sensitive to all aspects of organizational environment.  Many times the team grows fast and efficient but sometimes goes out of control due staff decreasement or changes on schedules, can cause slower progress. There can be occurred many issues in team work, for example decision making as that can be very time consuming. Trying the participation of new ideas within the team can cause accusation bias from other employees. Also incorrectly directed team can cause inconvenience in regards to the completion of the job. 
[bookmark: _Hlk48951270]Team Building.The team members are always required to examine the way they work together, for the purpose of finding problems and introduction new solving problem models. The aim is to make team more effective, and high performing. The process of forming or creating work team is following the process of organizational development method.
The organizational development process  The organizational development process Is complex process and can take to 1 or two years of work. It is about accomplishment of that the company make transition from where it is now to where it should be. Organizational development supports many methods and approaches, complete program includes, management decision to use selection of the consultant, diagnosis of management use, intergroup development, evaluation and monitoring. 
Organizational Behaviour.It is the study and application of knowledge related to way in which people in organization. Whatever the organization exist there will be the organizational behavior. The key things in organizational behavior are people, structure technology and external environment in which it works. When people unite their self within organization they need some type of structure. People also use technology for their work their set out, so they can include all that together and achieve the desired results. Also this has an impact of the external environment . People constitute the internal social system of organization, which is made up of groups large and small. All organizations operate in certain external environment, the organization not exist by its self and is a part of other elements, such as government, family and other external organizations. 

 
 STAGES OF THE WORK TEAMS
 
In the most organizations there are work teams, both individual and work teams. Organizational development tries to integrate the most efficient type of group, in order to solve problems carry out tasks, and also have successful interpersonal relationship with people. There are four main stages within the already integrated teams which are:
 1) Initiation
 2) Development
 3) Consolidation
 4) Maturity
 
INITIATION.

It is the action and effect of initiating, beginning by admitting the participation of certain members to a group or work team.
Main features:
· Little cohesion
· Lack of leader
· Little communication
· Little Role Ignorance Initiative
· Irresponsibility
· There is no sense of belonging Low Productivity
· Lack of commitment Dependence on the administration
· Action plans:
 
Training with team dynamics Creation of Habits of meeting in meetings Establishment of norms
 
DEVELOPMENT.

It is the action and effect of developing or developing.  In this stage of team building, the organization of the work team must be increased, increased, improved and improved.

 Main features:

[bookmark: _Hlk48951850] • Defined Responsibility
 • The team is more of a follower
 • Identification of Leaders
 • Presence of Conflicts
 • More individual than team commitment
 • External help
 • Interest in results

 Action plans:

 • System of quantifiable objectives
 • Technical-social training
 • Leadership
 • Solution of human factor problems
 • Assignment of advisor

[bookmark: _Hlk48972819]CONSOLIDATION.

[bookmark: _Hlk48973226]It is the action and effect of consolidating.  At this stage is when the formation of the group or working groups has already been achieved as a desired result of the organization.

 Main features:

 • Defined leadership
 • Defined goals
 • Ability to detect technical and human problems
 • Cohesion
 • Self-control
 • Concern for obtaining results
 • Conflict resolution
 • Innovation
 • Sense of belonging • Empathy
 • Internal motivation
 • Open Communication
  
  Action plans:

 • Realization of bells
 • Solution of technical problems
 • Reinforcement of facilitator
 • Awareness towards productivity factors



MATURITY.

This is the last stage of team development in which the team automatically responds to challenges.  The team has clear goals and a sense of unity, and they run like a well-tuned engine.  Team members solve problems and make decisions very comfortably and without fear. It is the stage when the team is fully developed or formed.
 
Main features:

· [bookmark: _Hlk48972046]Group efficiency Team autonomy Decision making
· Responsibility for learning
· Defined and / or shared leadership
· Learn to face new problems Continuous development
· Significance Internal recognition Well defined goals

 Action plans:

· Participation of the team in the selection of new members
· Problem solving
· Application of!  Statistical Process Control (CEP)

  Decrease dependence of the group towards the Advisor


SELF-DIRECTED TEAMS FOR COMPETITIVENESS

 
Traditional Organizations were characterized by having:

 • Executives overwhelmed with tactical decisions.
 • Managers who retain full control of the organization.
 • Supervisors who make all operational decisions.
 • Employees who do only what is necessary to comply with what is required.
 
Organizations focused on Teams and Empowerment usually have:

• Executives who make strategic decisions.
• Managers and supervisors who remove barriers for employees to exceed standards.
• Employees who set team standards, execute functions, technical and administrative, reduce bureaucracy, increase productivity and reduce customer complaint.




  
SELF-DIRECTED TEAMS.

This type of group of employees have multiple skills, who have the responsibility and are the owners of finishing a product, process or service and of managing their operations day by day, improving them continuously.

WHY SELF-DIRECTED TEAMS FOR COMPETITIVENESS?

This is because today organizations come to face certain types of situations that affect its development.

 FACE

 • Competitive markets / Globalization.
 • Constant change.
 • Most demanding customers.
 • Most demanding employees.
 • Shareholders with high expectations.

 REQUIRE

 • Compete in prices, quality and service.
 • Flexibility to all changes.
 • Anticipate the needs of your customers.
 • Skilled and motivated workforce.
 • Improve income levels.
 • Be effective organizations.
  
CHARACTERISTICS OF SELF-DIRECTED TEAMS.

 • Immediate supervisor level disappears and your responsibilities pass to the team.
 • Significant change in the role of the corresponding supervisor.
 • Freedom about how to do work.
 • Continuous improvement as a work philosophy.

BENEFITS OF SELF-DIRECTED TEAMS.
  
Trained and Motivated Workforce for employees: 

• Development and training.
• Increase motivation.
• Power of decision.
• Autonomy.
• Sense of Ownership.
• Greater merchantability.
• Encourage creativity and initiative.
• Increases problem solving ability.  
• Recognition of their work.

Trained and Motivated Workforce for the company:

• Improves quality.
• Greater flexibility.
• Streamlines response time.
• Increase productivity.
• More committed and satisfied workforce.  
• Reduces the life cycle of new products and services.
   -Reduce costs.
 • Reduce employee turnover.  
• Fewer levels of supervision.  
  -Increase customer satisfaction.  'Increases organizational effectiveness.


  
[bookmark: _Hlk48974124]PLANNING THE EFFECTIVE IMPLEMENTATION OF SELF-DIRECTED TEAMS

The Principles and Design Processes

As soon as you decide to build self-directed teams within your organization, you will be challenged to turn a vision into reality.

This chapter covers some of the basics of organization and processing: the process of team design, implementation, progressive assessment, and evaluation.

For the effectiveness of teamwork, it is necessary for the company to change the design in the way of working, modifying various organizational systems to support it.  In addition, a change plan needs to be developed and executed.
  
	In the implementation of teams, the participation of all will be very important for its success.

Design Principles.

Possession of work (Authorization), which is the cornerstone of teamwork, requires a look at how it is executed and the systems that support the work.

Minimum Critical Specification (Make It Simple)

The key here is: Specify only what is absolutely necessary.  Do not create more rules, regulations, or bureaucracy in general than necessary.  Using the traditional way, organizations are bound by regulations that act as limiting progress.  Above complex procedures that may not be highly recommended, especially when your goal is to have teams that take responsibility for your business, adapt to customer needs and increase flexibility.

Multifunctionalism (Variety of tasks)

Each team member individually must understand and execute all the tasks of the team.  Multifunctionalism (or multi-ability) helps adapt the team to changing demands.  For example, assemblers at the Litton Industries Utah factory perform inspections, evaluation functions and the management of the master production control.

 Location Limits (Job Possession)
  
If possible, provide your team with a fully identifiable part of the business with full responsibilities for producing a product or service.  This idea contrasts with traditional work design ideas where teams or territories are guiding principles.  For example, many organizations are established as machine shops, with all machines sharpening in one room and mill machines in another.  Too much time is wasted taking products from one side to another of the departments.  We have also seen assembly lines where people in a certain area are called "Team" even when their joint responsibility is not identified.  Misuse of the term, of course fails to inspire people to feel part of the company.

Information Fluidity (Open Communication)
 
Information systems must be designed to give information directly to the point of having the data when and where the action occurs.  The Japanese visual inventory Kanban are a good example.  These systems provide the teams with instantaneous visual information on the state of the parts.  In a Midwest manufacturing factory, production costs and sales information are shared with the team on a daily basis.  This is similar to a traditional systems department that provides such information only to managers.
 
Support Congruence (Authorization Systems)

Existing organization systems - awards, training, and time systems, for example - can weaken your vision and values.  In such cases the systems must be redesigned to strengthen rather than weaken the team process.  You have seen procedures in books that were designed, perhaps 20 years ago, to prevent an event that happened once.  These types of obsolete systems and high degrees of control can interfere with the behaviour of!  team, which doesn't make sense nowadays.

Evolution (Fine Adjustment)

Team design never ends.  Remember that a team emergency is evolving, not revolutionary.  It is not expected to create a perfect design in six days.  Instead, plan the reevaluations and adjust the design constantly.  Lake Superior Paper Industries is still redesigning its equipment even though it is three years old.

Equipment Design

The most successful team deployments involve all levels in the organization,  in fact, those closest to work are often in the best position to recommend design changes.  When the majority of partners are involved in the design process, your team is most likely to be successful.

To ensure that designs proceed in an organized and timely manner, a steering committee and design team are frequently established to oversee and implement the design.




The Steering Committee

The steering committee is the initial planning group.  Typically this committee consists of managing the middle and higher levels, collective bargaining representatives, facilitators, individuals who will serve the teams as leaders and coaches, and in some cases are the best prospects for team members.

The steering committee tends to meet frequently early in the process;  later meets only when the design team needs your approval or guidance.  The role of this committee is to defend the team design process in a visible way, including:

· Clarify and communicate the organization's vision and values ​​(with management)
· Develop a graph with the proposal and the importance of the teams
· Provide a link between the organization's needs and policies
· Protect the design process from any dysfunctional influences
· Give general support for implementation

At an automotive products company, the steering committee played a particularly valuable role as a bridge to the rest of the organization.  The administrative management wanted to get involved in the design of a plant team.  He went beyond a simple question - "What are you guys doing?" - and began to sabotage the plant's plans.  The steering committee acted when the chief accounting officer told the plant that it was not allowed to simplify traditional accounting reports for the use of equipment.  The committee organized an awareness program at headquarters and key division managers were invited to tour the plant.  Finally, the team members were making monthly presentations at the division meetings.  The steering committee had opened the lines of communication and avoided future conflicts.

[bookmark: _Hlk48975071] The Team Design.

 The level of involvement of the steering committee in the implementation process varies.  Many steering committees delegate the actual implementation to the design team.  The design team may include members of the steering committee, but also has a broad representation of supervisors, team members, union members, human resources personnel, and, if required, experts in areas such as engineering or systems administration.  Generally, the design team is responsible for the design, implementation, monitoring, and obtaining the data from the self-directed teams.  The Questions to ask include:

· How should teams be structured?
· What are the limits of the teams?
· What are the tasks that the teams will be responsible for?
· What results are going to be measured?
· What facilities do the teams require?
· How will the teams obtain the information?
· Where will the teams meet?
· How do reward systems help the organization's values?
· How will the design team keep teams running and "renew" the process?
· How will teams evaluate their performance?


 
The Design Process

Many design teams go through a process known as socio-technical analysis, a process with many variations.  This process is a combination of social and technical variables.  Regardless of the type of analysis, the goal is the same: to design the organization in a way that optimizes the social, technical, and administrative systems to achieve business objectives.
This section describes the four key steps involved in the organizational design effort:

 1. Technical Analysis
2. Social Analysis
3. Optimization
4. Agreement on the process and result measures 

Technical Analysis

Some design teams start with an analysis of who deals with an organization and what they expect of it.  In the customer service department of an electronics factory, for example, the design team examined the expectations of employees in the company's production areas and sales offices, as well as external customers.  They also analyzed the participation of competitive market, projected economic changes and expected business growth.  Based on this information, the design team ensured that the newly formed teams would be able to meet customer requirements and meet the expected 20% annual growth in operation.  right away
  
The design team analyzed the process and the technology to be used, identifying the largest unit operations.  These consist of a series of activities that result in something tangible.  The next step was to identify the key variables that could critically affect the desired result.  One of the purposes of technical analysis is to structure teams so that when one of the key variables occurs, it is controlled within the team.
 
Social Analysis
 
A good analysis of a social system at work requires the mapping of roles and responsibilities to create jobs with meaningful content.  A key component of a social analysis is a close-up view of tasks that are generally reserved for supervisors and managers to decide when they will be transferred to the team.
 	
The main objective is to prematurely avoid the burden of additional responsibilities on the team before the members are technically efficient, available and prepared to assume them.
 	
The transfer plan is reviewed frequently during the maturation process of the teams so that they can assume more responsibility.
 	
Relations with support departments such as Maintenance, Engineering, Accounting, Purchasing, and Human Resources should be included in social analyses.  It is important for each support area to examine their work to evaluate what functions (tasks) should be delivered to the teams.  For example, the Human Resources area could give teams full responsibility for interviewing candidates and agree to share responsibility for monitoring the "Equal Job Opportunity" program, they may prefer to take full responsibility for conducting the external wage inspection.
 
Clarifying responsibilities early can avoid later confusion.  Deciding which tasks are reserved for leaders and which for team members is just the beginning.  The design team has to determine how the tasks of the leaders that are assigned to the teams are going to be handled within the team. Lyman Ketchum (1984) one of the pioneers of work design, refers to this challenge as "the syndrome of  - everyone-is-responsible-for-everything-while-nobody-is-responsible-for-nothing ".
 
Most organizations avoid this syndrome by introducing some kind of new responsibilities management structure.  One of them is known as the star structure.  STAR in English which means Situations or Tasks, Actions, Results.  Figure 4.2 shows the concept of the star as it is used in the Hannaford Brothers company.  Each point on the star represents a role that a team member manages.  Each of these roles has specific responsibilities and tasks.  Team members rotate around the tips of  the star from time to time in such a way that in the end all the team members know all the aspects of the operation of their tasks.
  
Optimization of the Union, (joint)

To find the best design solution, the team must optimize social and technical systems to create a more effective organizational structure.  The desired results are that the team identifies and controls the variables from the beginning, and that they obtain support from the largest organizational systems.

 	Non-value added assignments must remain, and all assignments must contain the following basic ingredients:

 • A complete and meaningful part of the work
 • Responsibility for decision making
 • Opportunity to exercise initiative
 • Use of various skills
 • Performance Feedback
 
This is possible only when the social and technical systems have been simultaneously analysed and redesigned.  If the technical aspects of design have been determined before considering social systems, the result will be less optimal design.
 
Agreement on Process and Outcome Measures

Before actual implementation, the design team should agree on the criteria that will be used to evaluate the effectiveness of the design.  Team progress must be monitored from the beginning, AND the design team must be prepared to intervene when necessary.  Monitoring methods generally involve observing teams in practice and the occasional use of questionnaires to get a better idea of ​​the satisfaction of team members.  Sometimes the end results do not come instantly, However, the Measurement should begin immediately, so that the team continues to focus on organizational goals.

Some equipment design measures are presented in figure 4.3 In general, these measures are agreed upon by the design committee and are monitored through this process.

Process Measurements
 	Adherence to start what is scheduled Internal check-up of the environment Staff turnover in process Cohesiveness of the design team  Outcome Measures Customer satisfaction Quality assessment  by the client Productivity  Weather Inventory Levels Waste Measurement


In many cases, implementation teams choose to have subgroups working on these issues.  These subgroups present their recommendations to the full design team to be integrated into a comprehensive implementation plan.  The implementation team can generate key opportunities, goals, controls, and indicators.  It is clear that taking the concept of equipment from theory to practice can be time consuming, this is because a Implementation should be a detailed roadmap of everything necessary for teams to get started and move towards achieving the vision.  All barriers must be identified, in this way the consequent barriers will be eliminated.

In most cases the established organizational systems will work in the opposite direction to what the team wants to implement.  These systems must be identified and modified.

 	Some of these systems that are worth examining are the following:

· Quality practices.
· Contact with clients
· Relationship with sellers Selection and promotion Training and development.
· Compensation and recognition
· Communication
· Organizational symbols Physical facilities
· Budget
· Labor Relations
· Managerial behavior.
· Long-term and strategic planning
   
Starting the Design
 
There are essentially three ways to implement a design within the organization:
1. Create a pilot area 
2. Conversion into phases 
3. Total immersion

Each approach has its own advantages and disadvantages, but all three work in practice.  Generally full immersion is used in startups or targeted work cells within large factories.  Pilot areas and Phasing are more common in running organizations.  See figure 4.4

If you choose to deploy the equipment in a certain area of ​​the operation, you should look for a site with the following characteristics:
· Administrators who motivate and support
· Employees interested in greater involvement
· Anticipate changes in a product or process
· Sufficient resources to tolerate possible changes in productivity problems
· Avoid areas that:
That they do not offer possibilities of social interaction
That they have been subject to innumerable administrative "Programs" 
That are susceptible to comments such as "If it works here, it works anywhere"
   
Implementation Monitoring
 
Monitoring is a continuous process that requires dedication from design teams and working teams that are working.  The rapid change in technology, market demands, and the maturity of the organization force a constant reevaluation.  Unfortunately, two powerful forces cause the design team to not properly monitor the team's performance:

 1. It is very tempting to rest and relax after being involved for a long period in the design and implementation phase.
2. It is even more tempting to rush and "convert" another area before taking time to learn and improve.
 	
Because the early stages of team development are critical, it is important to closely evaluate them.  It is in this period of time that the greatest ambiguity and frustration occurs, but it is also the time when it is almost painless to make changes — before teams "freeze" on new ways of doing things.
 
Evaluation can be accomplished in many ways.  The most common is the use of observers and interviewers with team members.  Another involves administering questionnaires to determine cohesiveness and satisfaction with the team concept.  Some examples of measures for the "Commitment" factor are: Staying late, arriving early, taking work home to make sure the job is done;  regularly attend scheduled team meetings;  successfully complete the tasks scheduled by the equipment.
 
The design team should have regular meetings to review the progress of their teams.  The development of teams within organizations must be managed like any other activity: through measures and a continuous commitment to improvement.

 The real test for teams - and management's commitment to teams - usually comes during difficult times;  changes;  the introduction of a new technology;  or the loss of key team members, team leaders, and group leaders.  Yes there is a weak point within the team building situations as it is they will disintegrate it.  It needs to be fixed quickly, or the entire effort put in may be at risk.
 
Tips for Teams
 
Deciding where and how to deploy equipment can be a somewhat complicated endeavour.  Here is a guide to start the day.
 
Do not use a recipe approach.  (The verbatim)
 
Team implementations vary from organization to organization and within an organization from unit to unit.  Even they differ in size, in the degree of responsibility they take on in the leadership role.  It might be tempting to reconstruct the same design that you have seen on factory tours or heard at conferences.  If you You must learn from the mistakes and success of others, but it is important for teams to start taking into account the needs of the business, culture and organizational vision.

 The same advice applies to the approach you use to design teams.  We are aware of the dozens of organizations that specialize in equipment design.  They each have a slight {in some cases radical) approach to the steps and processes they use in designing equipment.  

There is no one way to design equipment.  In this chapter we have tried to focus on just a few key features and common guidelines found in most equipment implementations.
  
  Not delegating responsibilities
 
In this chapter, we have promoted the involvement of all shareholders in the equipment design process.  We believe that this broad involvement increases commitment not only in team focus but also in the quality of implementation.

 	Similarly, team transformation requires clarity in terms of direction and role.  It is the responsibility of the General Manager and / or the steering committee to communicate the team's vision, clarify who is responsible for each element in the design process.
 
Accept help with pleasure
 
In our opinion, team design is a combination of experience, skill and good judgment.  If you have never designed a process it is recommended to seek help to get started.  In many organizations - for example, Digital Equipment Corporation, in Enfield, Conecticcut, - In-house facilitators are available to streamline and guide team implementation.  If such help is not available, there are external organizations that can assist you through the design process.
 	At the same time, remember the first lesson: Don't use a recipe approach to design teams.  Both the internal team champions and the steering committee and the design team must make the majority of decisions about what is "right" for their organization.  The role of an internal or external source is more that of a facilitator of the process than that of an expert.
  
  If you start something, finish it
 
A manager who was leading an effort to change equipment at his company has a sign that says "applying reserve will cause damage to your tires."  It is better to evaluate the exact availability of the equipment before implementing it.  However, once approved, it is prepared the resources and time necessary for them to be implemented.  Once teams start to feel some of the excitement and challenge of owning a job, most team members will want to plus.  Even though execution is difficult, going back or leaving the implementation process can make things more difficult to get them working again.
 	
The Equipment Design process is a critical phase in any equipment implementation.  Many organizations are going through team transformations without thinking about the hundreds of key issues you will have to address later.  Those "leaders" are on the way to going the hard way or having an accident.  Through the design process it not only ensures a good start but also helps to build the commitment of all those who will be affected by the change.
 
Provide limits necessary for design
 
We know of an organization that gave its design team the task of "an appropriate compensation system."  The management had one type of system in mind - pay-per-skill, but they did not adequately convey this information to the team.  After six months of work, the design team presented a complete review of the compensation and performance management systems in the organization that management could not accept.  The design team was demoralized and implementation was delayed by one year.
  
 	The moral is that limits and expectations should be carefully thought out and communicated in advance.  In general, it is better to loosen these limits gradually than suddenly change the rules.


  
 SELECTION OF THE RIGHT STAFF FOR THE SELF-MANAGED TEAM
 

The careful selection of personnel is very important in the beginning of a project or in the conversion of an existing one.  At the start of a project, people at all levels - from management to team members - can be trained with the skills and motivations necessary to work in an atmosphere suitable for the performance of a self-directed team.
 	
Individuals who do not seem good at being part of a self-directed team may be relocated to a more traditional, while those with the highest probability of success within these work teams can be selected.
 
Many teams have found that good selection is critical and almost always irreversible part of the process.  If the team is inadvertently made up of dysfunctional members, it will be very difficult to change their behaviour or remove them from the team without affecting the cohesiveness of the team.
 
A clear example of this would be the case of a team of professionals in data processing with a member who was not providing their necessary participation for the team's workload.  This lack of initiative caused extra work for the other team members and forced them to face a problem of behaviour, before being able to handle it constructively.  Careful selection of team members can prevent such situations.
 
 WORK ANALYSIS
 
The first step in the selection process to integrate the members of a team is to carefully define the criteria for a successful job, through job analysis.  This analysis generates a list of behaviors, technical knowledge, skills and areas of motivation that differentiate between a successful performance and one that is not.
 		
A good job analysis establishes a clear definition of job requirements or tasks called dimensions, against which candidates will be compared.

 MANUFACTURING SIMULATIONS
 
In one version of this type of group exercise, the participants position themselves as members of a team in a small maquiladora.  Jobs within the team are self-assigned, and the team must make key decisions regarding planning and resource allocation.  

This type of simulation is ideal for evaluating learning skills, teamwork, problem solving, and work pace.
 
GROUP DISCUSSION SIMULATIONS
 
These exercises generally involve a group with no leader and no assigned roles.  Four short cases of typical problems faced by team members are presented to a group of three to six people.  They are asked to make decisions about problems involving productivity, quarrels between team members, workplace safety problems, and delays.  They must make recommendations for each case.  This exercise assesses judgment, communication skills, teamwork, and leadership.

 These simulations, with modifications, have been used in a wide variety of manufacturing industries and service organizations.
 
Other techniques to ensure the selection of the most suitable candidate would be the following:
· Application formats (requests) Video orientation
· Cognitive skills test
· Self appraisal
· Technical skills test
· Directed interviews

  	Once it has been determined which selection technique is the best according to the dimensions found in the analysis of the work, it is a good idea to develop a matrix or graph like the one below.  See figure 5.1
  
 Dimensions
 Ability to learn Analysis
 Attention to details Initiative
 Fitness for work Trial
 Verbal Communication Physical Health
 Planning and organization Influence
 Teamwork (cooperation) Stress tolerance
 Work Standards Training


 
 CASE STUDY OF SUCCESSFUL EQUIPMENT SYSTEMS
 

AND  The reason for studying cases is not to find a model that can be applied to your organization.  Rather, it is about studying them to see how others have innovated and found methods that have worked for their situation, and to expand their own experience.  The purpose of the case study is to help you think creatively.
 Some use them to avoid thinking.  The true meaning of team management is that you, along with your team, can become the "World's Greatest Experts" for your individual case.
  
  The Honda Way

 At Honda American Manufacturing in Marysville, Ohio, it became customary to use Lawrence M. Miller and Jennifer Howard's "American Spirit" as a management development text.  Few things Honda does that are totally exclusive.  There is nothing that stands out as their secret to quality.  The secret is that he does it all, and he does it as a team!
 
The President of Honda of America is Shoichiro Irimajiri, known as Mr. Iri by his partners.  At the beginning of his career, Mr. Iri was in charge of running Honda's successful auto racing business, designing engines and running production plants in Japan.  He speaks frequently of the "runner spirit".  The spirit of the runner contains five principles:

 1. Find the challenge
 2. Be prepared on time 3. Teamwork
 4. Quick response
 5. The winner takes everything!
 
Honda's philosophy emphasizes that it is necessary to be at the scene of the action and see the problem, touch the part, and gain experience from the actual work, in order to effectively solve a problem.  Engineers and managers spend most of their time in the factory, in contact with their partners, the product, and the process.
 	
Honda's philosophy manifests itself in all management actions.  Every day, every employee, at all times, they can see and feel those philosophies through symbols, structures, systems, abilities, and style.
 
Symbols
 
On a visit by Lawrence M. Miller to the Honda plant.  When he arrived they gave him a uniform (white apron with the name of Honda) to enter the plant.  They told him that it was not given to all guests, but only to "guests of honour."  He was able to assure that when his visit ended, he really felt it was an honour.  Be part of a proud group of people, share your symbol of equality.
 
All partners, from the president to the most recently hired partner, eat in the same cafeteria, park in the same parking lot with no designated spots, and managers have open offices.
 
As he toured the plant, the cleanest of several hundred non-food manufacturing plants, he observed that the vice president stopped and lifted an object from the floor.  There is nothing on the floor.  There is no maintenance staff to clean either!  Everyone, partners, and managers clean their own workspace.

 	To many, these symbols might seem trivial, and it would be if they were isolated, incongruous with people's behaviour and attitudes, or if the structure and systems were in contradiction.  However they are part of a total system.
  
Structure

They are all members of some team.  The team is the first level of the organization.  At 6:30 in the morning, all members meet with their team and the team leader.  The work of the day is discussed and feedback is given on the quality of the previous day.  Any problem, change or concern is discussed during the meeting.
 
Nowhere is there a private office for team leaders or production coordinators.  They do not retire from work.  They are on site, viewing and touching the product, gaining experience, and solving problems together.  They are part of the work team.
 
All managers are organized into teams and solve problems together.  The organization structure, as well as the physical layout of desks and offices, makes solving group problems natural and constant.
 
Participation in the constant improvement process is also structured through Quality Circles.  The NH Circles ("NH" means "Honda Now, New Honda, Future Honda - all these words begin with N in English) are similar to other many companies.  But at Honda they are part of a total engagement process called PIV (short for Voluntary Involvement Program).
 
PIV includes a system of suggestions, quality awards and safety awards.  They also consider that their circles are different from those of other companies in that they are constantly seeking to improve the production process, and that even the smallest improvements are highly valued.  They say Honda's success is the result of constantly finding small improvements, not just looking for big improvements.
 
Systems
 
Honda of America practices performance management.  They have found ways to provide constant feedback, recognition, and tangible positive reinforcement for almost every form of desirable performance.
 	
The NH Circle program, the suggestion system, the quality and safety awards are linked to a point system.  Each member can earn points by participating in any of these improvement processes.  Awards include award certificates, gift vouchers, Department Manager Award, Plant Manager Awards and President Awards.  Points are also accumulated along the path of each member and with these points they can win a Honda Civic (for 2500 points) and an Accord (5000 points) in addition to two weeks of rest with pay and airfare to any part of the  world with money to spend.
 	
In addition to hourly or salary wages, all partners are entitled to profit sharing.  This profit sharing plan is a Honda of America innovation and is not part of the system in Japan.  Ten percent of the gross profit generated by Honda Motor Company is distributed among the members in proportion to their salary.
  
Skills
 	
The measure of skills are found in the results of the work.  There is no doubt that Honda has highly qualified engineers and quality staff.  Most of the engineers are Japanese.  One goal for years to come is to recruit and train more Americans.
 
Honda is an engineering company.  Most senior Japanese managers have worked as engine design engineers, including racing engines, or other components.
 
After working for other car companies, I quickly realized that the most highly valued personnel at Honda are those with engineering and technical skills.  In many other companies, financial managers and management professionals are valued more.  Honda is dedicated to making great cars.  Many other companies are dedicated to making money and, only in the background, to making cars.  Honda makes money and doesn't need bureaucratic hierarchies of managers because everyone is passionately dedicated to their technology and products.
 	
On the assembly line there is a process of continuous skill development.  Members rotate from one position to another to expand their skills and increase their flexibility.
 
At Honda, it is taken for granted that production partners are smart, skilled and dedicated.  Therefore, they can be trusted to direct the quality process.
  

Style
 
All the methods described above are carried out by people with a sense of humour and a high level of skills in interpersonal relationships.
 
Honda's style is different from that of other Japanese companies and this may be essential to its success and initiative to manufacture in the United States.  The traditional Japanese company places a high value on age and seniority, but at Honda it is not.  The first principle of Honda's management policy is: "Always proceed with ambition and youth."  The second is: "Respect the proven theory, develop new ideas and make the most of time."  The third is: "Enjoy work and always light up the work atmosphere."
 
Team Management in a Textile Fibers 

Plant By Jennnifer Howard, The Miller Consulting Group.
 
As you walk through this textile fiber plant in the southeastern United States, you don't hear people say, "Same old."  A changing market for their commodities coupled with fierce international and domestic competition, exerted pressure on prices and demanded uniformity in product quality.  The traditional style of administration had proven obsolete: It was unable to meet the demand for quality.  The thousand managers and employees of the plant recognized this fact and together they committed to the process of radically changing the business.  The system
  
Team management was one of the main vehicles to achieve this goal.
The plant manager formed a steering committee with his department heads to design the change effort under the guidance of an advisor to The Miller Connsulting Group.  This team defined two types of objectives for the process: measurable "Key Results Areas" that reflect the strength of the operation, in addition to certain query characteristics that reflect the organization's profile.  The key result areas were:

• Customer satisfaction
• Product quality
• First Grade Performance
• Controllable Conversion Costs
 
The features of the profile they wanted to create in the organization included: Greater involvement in decision-making, including taking decision-making to the lowest possible level.
 
A customer-oriented environment, in which each individual felt, how their own work met the needs of their internal and external customers.

 A team philosophy that turns "them" and "theirs" into "us" and "ours".  They wanted to develop teams that endorsed the problems and sought solutions to these problems.
 
An individual commitment to excellence in decision making and performance.  This cultural trait was manifested through that individuals considered being able to make a difference in the operation;  a person who acted to correct what he saw wrong;  and that individuals knew that by doing a good job they really influence the team, the boss and the organization.

Methods
 
The implementation of the team administration process proceeded as follows:
1. The steering committee began by requesting that each individual in the plant be part of a team.  Each employee became a member of a team with their boss and the leader of a team with their subordinates.  This established an interlocking system of natural team units at all levels of the organization.

2. Five internal consultants were trained to carry out the training and provide the necessary advice to help managers change their management style.
3. All managers received training in team management techniques, such as: How to conduct effective meetings;  in performance management techniques, as well as how to establish feedback systems on critical business measures and on group problem-solving techniques such as brainstorming and consensus building.

4. All hourly employees were given an orientation to the equipment system and what was expected to be achieved.

5. An integration plan for team management and quality management was implemented, focused on the use of statistical control of the process.

6. All teams began meeting weekly to analyze their performance data and act appropriately based on the data.

7. Multi-functional teams were formed based on needs to address problems that affected multiple teams.

8. Ongoing consultations continued to reinforce successful team meetings and assist struggling teams.

9. After about eight months of meetings, the teams became more independent and the advisers left, following up with the line management.


Results

Many measurable benefits were obtained from this process, as well as a notable improvement in less tangible areas such as communication between shifts, greater decision-making at the hourly employee level, solution of underlying problems by the people who would implement the solutions.  , and replace the competition between groups for teamwork.
  
The most notable measurable results have been realized on the plant's main product line.  In the first quarter of 1987, this product line made a profit for the first time in four years.  In the second quarter, those earnings doubled.  Other data revealed that the cost of production per kilo of product had dropped by 10% and waste had decreased by 16%.  Income
 
Plant totals increased by more than $ 9 million.  One of its main customers agreed to a significant price increase due to the better quality and reliability of the plant's product.
 
In less measurable areas, there is strong evidence of teams working to be more cooperative, more productive, and more customer-oriented.  An example of the effect of team management on shift-to-shift cooperation occurred in the packing department.  The characteristic habit of employees when their shift was to end was to pack the last drawer, put away their things, and chat until the shift ended.
 	
As a result of discussions during team meetings, the shift employees decided to spend the last fifteen to twenty minutes preparing the operation for the next shift.  This was determined to save the department about thirty minutes of packaging time per employee by having all packaging tools and equipment ready before the start of each shift.
  
Discussion

 The structure of the team meetings, with the ability to statistically control the process, manage performance, and solve problems, helped this organization to be able to direct performance in an organized and well-communicated manner.  In addition to leveraging the structure of the team itself, senior managers are often seen touring the plant and talking to operators about team meetings and team performance data.
 
So far, several people have been recognized for their contribution to the success of the project.  The plant manager was promoted to manager of all of the corporation's textile operations, and several supervisors have moved to other divisions as internal consultants to help implement the team management process throughout the company.  This kind of meaningful public reward for achieving success in managing performance within an organization is a critical step in demonstrating top management's commitment to making the "New Culture of Management" a way of life.
  

 
 PRACTICAL CASE CARRIED OUT IN A MAQUILADORA


 Derived from the current situation and the importance of Teamwork within organizations, it was considered convenient to make a practical case of how to identify the candidates to form a self-directed work team.
 
A test was prepared which was applied to personnel of a maquiladora company, "Confecciones de Nueva Rosita, S. de R.L.de C.V."  , dedicated to the manufacture and assembly of clothing with approximately 900 employees.
 
To the personnel that the survey was applied to, it was to the staff of staff (trusted personnel) of the company that are basically the employees with key positions - managers, supervisors, coordinators, auxiliaries - and that is mainly where we should start with the
  
  	Training of Work Teams, if we want to have the entire company with a Team system.
 	
The test that was applied is a questionnaire that allows describing the main and secondary lifestyles, in order to identify the productive and antiproductive modes that each of the respondents
 uses his forces.

Types of Leadership Styles

 The leadership styles that were identified in this survey are:

 • Give and Support
 • Take and Control
 • Maintains and Preserves
 • Adapt and Negotiate

 Give and Support

 	It is characterized by an attempt to conduct oneself in such a way that the person earns the respect of others.  It consists in the extension of the desire to be a good person, to be able to act according to the values ​​and dictates of their own convictions, to extend personal development that is reflected in a general insistence and concern for high standards of conduct.  Considerations for others, helping others and the ability to do things right.  The confidence of others, a modest appearance and the desire to dedicate their efforts to good causes are consistent in this style.  It is very important for this person to satisfy the needs of the other.
 
Tends to be confident, sensitive, indealistic, and loyal.  She tries to do her best every time a task is assigned, and set high standards of execution for herself and others.  Extremely receptive to the ideas of others, cooperate and help.

 This style is characterized by the sensitivity of others.  When opportunities arise to provide help to others, or situations in which help is needed, this person will assume an attitude of protection, rushing to meet that need, offering assistance and guidance.  This is a person accustomed to sustaining and supporting the goals, values ​​and ideals of the organization to which they belong.  One of her concerns is to be worthy of respect as someone who meets the standards and expectations of others.  

He holds high personal standards for himself and admires ideal values, firmly believing in the achievement of highly humanitarian goals.
 
You will tend to get involved in community activities.  If you are a professional you will judge your own performance according to high professional standards.  As a supervisor, he is interested in the development of his subordinates, in instructing and guiding them.

Take and Control

 At the core of this style is the concern to always be competent, the desire to take advantage of every opportunity that presents itself.  This style is characterized by a high sense of temporary urgency, a tendency to trust your own experience and judgment, act promptly, and do things.  Achievements are a must, organizing and giving momentum to others in order to do things is highly appealing to you, as is feeling challenged by the problems that must be solved.  You gain a high sense of satisfaction from being personally able to influence and convince others of the superiority of your own desires.
 	
This person is openly aggressive and with clear goals.  He acts quickly, expresses his self-confidence, is persuasive and very competitive.  Likes to be in charge, wants little or no supervision.
 
It does not wait but does.  Look at the situation in terms of what you want, and what you are after.  It is characterized by a high degree of initiative, a tendency to exploit and use the resources of its environment, and to get things done.  Quickly transforming wishes into action, he skillfully moves through situations, taking charge, organizing people, and then directing and guiding them.
 
This person tends to be, in a way, competitive in a positive sense.  He likes the challenge of a certain opposition, he likes to test his strength.  The variety is stimulating for him, and he enjoys directing his energies and talents in various directions.  He typically has great vision.  You can become engulfed in enthusiasm and excitement for new ideas directed, influencing and persuading others to follow you.  If he is told that it is impossible to do something, he will immediately try to prove that it is possible.  Its fundamental vital orientation is: If you want to achieve something, you have to make that something happen.  It has a sense of urgency: act now, think later.  If there is an opportunity, it must be seized before it is too late.  He is a true verbal gladiator, and respects those who can face him on his own level.

Maintain and Preserve
 
The person who uses this style has the desire to prevent loss, an interest in preserving his current position and "rescue" as much as possible in each situation.  Careful analysis, lengthy attention to detail, confidence in procedures and strategies, and a cautious approach to new situations describe the behaviors that this person uses most frequently.
 
The person is methodical and precise.  Before taking action, analyze different ways of performing a task to find the best among them.  It is verbose and proactive, it does not indulge in illusory dreams but to the maximum of existing resources.  Often reserved and apathetic, however, she performs a predictable and efficient task.  This style of characterizing himself as being conservative and cautious.
 
The person using this style uses logic, analysis, and practicability, realistically considering other methodical and systematic alternative approaches to solving problems and determining the basis for action.  You have enormous confidence in facts and data.  It also shows a strong orientation to get the most of what they already have.  These people take an idea and extract the maximum substance from it before saying to abandon it.  They do not abandon a project with
  





 	

CONCLUSIONS AND RECOMMENDATIONS

 By applying the survey among the maquiladora personnel, it was possible to know the different styles or personality of each of the interviewees, this in order to be able to identify what type of person could be part of a team, or in this case know that  Changes are required to be made by management with their current staff team.  In this way we can form more productive teams and innovate in them.  This case helps people to know the role they tend to play in situations that require decision making or team problem solving.  Whether in favorable or unfavorable environment situations.

 This type of questionnaires gives us the guideline to start with a good selection of personnel within our staff or work team, this time the survey was applied with the staff, since
  
  	This type of questionnaires gives us the guideline to start with a good selection of personnel within our staff or work team, for this occasion the survey was applied with the staff, since the company requires at this time a good consolidation of team in key positions, (Manager of human resources, administrative, inventories, production, quality) in order to be able to have and give the expected results.
 	
One of the recommendations for the integration of a good work team would be convenient to have the participation of personnel with the different types of leadership, as happened in this case, which resulted in 52% of Maintain and Keep, 26% Take and Control, this  applied in unfavorable situations.  As well as 42% of taking and controlling and 29% of Giving and supporting in favorable situations.
 	
Considering that currently the majority of organizations, up to 60% of them, present unfavorable situations such as: stress, tension, work or personal pressures that influence professional development, bad interpersonal relationships, frequent organizational changes that cause destabilization within  of the company the proper functioning of it.  The remaining 40% of the companies that present favorable situations for the staff to be happy with their work within the organization could be considered those that grant prizes, bonuses, recognitions, economic gratifications, a good work environment.  This means that a good work team is achieved within the organization, that they are more positive, because they are constantly motivated and currently this it would be an important point to consider.
  
  It is considered that the self-directed teams that are formed would work better, with a member of each style, since that way the team would be in a balance due to the different leadership styles that the members have.  Furthermore, here we can get an idea of ​​what members could be considered to be part of a work team for the organization.

 As mentioned in this thesis, there are many teamwork systems, but it is not recommended to use one of these as a template, it is recommended that each organization form its work teams, design its team building process, use its own style of  Identification of candidates for a team and this thesis could be a support tool to achieve the organization's objective.
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