My job as an Online Teaching Assistant is to help you to do your assignment and definitely not do them for you. In fact, if I did 'do' some or all of your assignment for you I could be in big trouble with BrainMass or even worse fired from BrainMass because it clearly states that we are NOT to do it. In fact BrainMass states "The student will quickly receive a detailed explanation from a qualified Online TA. Knowledge is valuable but only if it is untainted. The members of our community must have a common trait - they should all believe in fairness to the owners of original work and take the responsibility to do independent work. Online TAs help a great deal in limiting such morally-incorrect practices by informing students about plagiarism and how to cite and acknowledge others work correctly. The system is not intended to replace the many services already provided by professors and teaching assistants. It is intended to supplement the learning process by offering more timely and direct access to graduate-level assistance. The Online TA’s have all been through undergraduate studies and understand better than anyone else where, when and how students get stumped. The job of the OTA is NOT to write an essay for the student, but to provide ideas, definitions, research help, and instructions on how the student should approach the problem. ***I put this message on ALL of my responses so if this does not apply to you please do not take offense for the reminder for those who have forgotten or may not realize. ***

This look's like an interesting assignment, though, so let's see where I can be helpful
Question: Using the appropriate organizational analysis format continue your analysis for Kenneth Dailey of FMC Green River by focusing on employee motivation. Continue writing your “notes” in a paper addressing: 
Job Design and Goal Setting 
Performance Appraisal 
Pay 
Career Development 
While engaging the analytical process keep in mind the differences that exist between FMC Green River and FMC Aberdeen. Continue to think in terms if jobs would be structured the same way in both facilities. What about differences in pay, performance appraisals, and developing a career path? What would work at the Wyoming facility and why? Include your thoughts on these issues with your analysis; you can either incorporate them into the preceeding bullet points or add them as side notes.
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Here are some ideas that I would put in my paper if it were mine. Remember that these are just ideas so be sure to incorporate your own ideas, opinions and thoughts. 

Purposes of the Report
(I would write something like this) The purposes of this report is (1) to give a general overview of the organizational structure of the Green River plant and also (2) give an overview of the Aberdeen plant. (Be sure to explain your reasons) I will also, (3) compare managerial styles between the two different plants and (4) show how these styles affect worker/company performance and satisfaction.  Finally, (5) I will give my recommendation for the changes that can be made to Green River to increase productivity.

(Explain both sides completely) 

Aberdeen and Green River

(Description of Aberdeen)

Aberdeen and Green River are both plants that work under the FMC Corporation.  Aberdeen is a fairly new company that was founded on the beliefs of participative management and empowerment to its employees.  Even though it’s only been around for a short period of time, it’s proven to be a very profitable and productive plant.  Aberdeen only has one product line, but they have proven to be very efficient with the production of it.  The techniques, and managerial style used at Aberdeen give workers a greater sense of responsibility, and has a primary focus of trust between workers.

(Green River) 

The plant at Green River has been around for a much longer period of time and has a much more diverse product line. They specialize in different chemicals that are used in a variety of different industries.  The manager at Green River considers himself to be open-minded and willing to give more responsibility to his employees, but he’s not sure if it will work.  Green River already has and organizational structure that they’ve been using since the fifties.  It could be difficult and in some cases impossible to change the structure of their business with any kind of efficiency.

Green River and Aberdeen


I feel that, although it may be difficult, Green River can adopt some of the aspects that make Aberdeen so productive.  I divided Green River into three separate parts: (1) Its traditional above ground plant, (2) its below ground mining facility, and (3) the three new plants being built for specific products.  I decided that these three categories all could handle a different structure.  Some ideas that will work for one of them would be counter-productive for the other, so I came up with different suggestions for each. My analysis of this case has shown my problem to be one of change.  Should an established, proven company change its structure and managerial styles for a possible gain in profit and productivity?  The old saying says “if it’s not broke, don’t fix it,” but is this true in every case, or is there exceptions.  This analysis is trying to answer this question.  It’s a question of risk, and a company’s ability to deal with change. The two companies I am dealing with are both branches of the FMC Corporation.  One, Green River, is a traditional plant, with a traditional hierarchy of managers and workers.  The other plant, Aberdeen, is a newer plant with plenty of revolutionary ideas.  They place a lot of emphasis on participative management.  My analysis is meant to highlight the aspects of Aberdeen that can be applied to Green River successfully.
Green River Overview 

The Green River facility in Wyoming has a pretty unique structure, but in the eyes of site manager, Kenneth Dailey, there’s always room for improvement.  Green River is the employer to 1,150 employees.  The plant’s primary focus has been the sale of a variety of chemicals since 1948.  “The Green River plant is part of the Alkali Chemicals division of FMC that supplied sodium-based chemicals to the detergent industry, the glass industry, and large commercial chemical plants.”  Their refineries were organized by the steel worker’s union.  The power plants for the site rely on coal and natural gas, because of how abundant these resources are in the high Wyoming/Utah/Idaho basin.  The plant is currently working on building three new, smaller plants. 
Dailey decided on reorganizing the way things are done at Green River for these new plants.  Instead of having separate managers for the mine and surface plants similar to those in the past, he now has a manager for the soda ash business in both the below-surface and surface facilities.  He also has one manager to oversee the three new plants under construction, and one to look after all the services required by the plant.  This is a departure from the way things were typically done by FMC’s plants. 
The market for the products at Green River looks to be very strong over the next ten years.  As of now, about one-quarter of Green River’s business comes from overseas.  A large cost of Green River’s is shipping their product.  Freight makes up about twenty-five percent of the final product cost.  Green River has been spreading out their distribution costs to different railroads by shipping ten percent of their products by truck across different railheads. 
FMC’s main competition is with companies like Texas Gulf, General Chemical, Rhone-Poulenc, and Tenneco.  Twenty percent of the competition in this market is owned by Japanese interest.

Of course the same would apply here with Aberdeen as was mentioned with Green River) Be sure to site your references. Even if you use this analysis of mine here be sure that you reference BrainMass.com correctly. 
Aberdeen Overview

Aberdeen is a small company of 100 employees with thirty percent females and eight percent minorities.   Their production line employs about three-quarters of their workers and focuses on only one product line for only one customer.  The company started around five years ago, without unions, and continues to grow while cutting costs.  Lancaster, the managerial brain, envisioned a workplace constructed in a participative-management system, guided by self-directing work teams, and that was founded on the principle of trust.  Together, they could effectively eliminate fear, eliminate supervisors and foremen, and maintain their standards of high quality service.  These ideas form the basic concepts for the Aberdeen plant philosophy, policies and eventually the Aberdeen Credo.  The Credo concentrates on the following:  quality, customers, community, employees, health & safety, costs, systems, and organization.

When selecting employees, Aberdeen followed their underlying philosophy that technical skills were more easily trained than personal and interpersonal skills and attitudes.  Employee training consisted of two main parts: introductory training, and on-going training.  There were no formal job definitions and training included everyone in the decision-making process entrusting everyone with all information.  Skills were refined in on-going training labeled Mastery Training.

Teams ranging from 3 to 16 members were the basic component that managed everything and they incorporated all employees.  Teams met as needed to perform duties consisting of:  scheduling work hours; purchasing powers; work schedule planning; multi-team coordination; team evaluations; recommending salary increases; report generating; and general problem-solving.  Team leaders were chosen among team members and members also decided the length of each leader’s tenure.  In addition to appointing a leader, teams also appointed:  a supply person; a safety person; and a quality person.  The plant manager had a staff of 4 members:  a purchasing manager; a production manager; and administration manager; and a quality and engineering manager.  Neither of these managers had a secretary, so they had to do all of their own work.  There was an office technician who greeted visitors and answered phones.

The primary means of communication was exercised every Monday and Thursday mornings with a plant-wide meeting for all employees.  Charts were erected in the cafeteria and updated weekly to provide focal points and directions at the meetings.  In order to keep up with information processing around the plant, Aberdeen constructed a dBase for floor control, purchasing, and quality control purposes.

Employees were all referred to as technicians and, accordingly, they were all paid a salary.  However, there were no annual bonuses, no profit-sharing, and no stock-options.  The rotating training system was quasi career development plan, but it left little room to move up.  For qualification standards each team member was expected to learn all of the jobs associated with his or her team, so they could fill in for other employees.  These were conducted on a voluntary basis and a self-determined pace.  Aberdeen used a skill-based pay system in which employees were paid according to the number of skills or ‘Qualification Standards’ they possessed.  There were guidelines describing how long someone had to work in a certain skill before being eligible for the corresponding pay level.  Employees could reach the top of the 5 step pay scale within 2 years.  On the other hand, certification had 4 steps:  employee watch coach; employee do while coach watches; employee do alone; follow-up review by coach.

Organizational culture consisted of a variety of social activities such as:  basketball teams; softball teams; fishing tournaments; and an annual all-employee meeting.  Aberdeen is a cost center for accounting purposes within FMC, but only contributes about 3% to the business.  

Managerial Comparisons

The FMC Green River and FMC Aberdeen plants have different management styles but similar ideas and values.  The Green River plant has the traditional vertical structure forming a chain of command.  It starts with the plant manager, descends to division managers, across supervisors, and finally to hourly employees.  The Aberdeen plant is set up as a very flat structure.  The communication channel is much shorter and more open because there are no supervisors or foremen at Aberdeen.  The hourly employees are encouraged to work directly with the plant manager.  They are similar because they both have considerable flexibility on managing, they both follow the FMC corporate image and objectives, and they both have similar operating values.

Participative management focuses on consulting with subordinates and listening to their suggestions before making a decision.  Aberdeen manages by this system of trust emphasized in the self-directing work teams.  These work teams have tremendous responsibility in the success of the plant.  They schedule work hours, purchase materials and tools, and coordinate with other teams.  There are plenty of opportunities for job enrichment.  Aberdeen allows its employees to learn new skills, thus creating a diversification of abilities allowing them to work more jobs at the plant.  The standard program allows each employee to make more money according to the amount of skills in which they are certified.  Aberdeen holds meetings every Monday and Thursday in which employee attendance is required.  On Thursday, we discuss quality, production, and customer questions.  Mondays, we discuss more personal issues like fishing, the company picnic, and the company softball team.  Aberdeen’s success is a result of their participative management; trust in each other, and a family atmosphere.  Green River is a much older plant with individual workstations which limits there employee interaction.  Green River has a more vertical structure which doesn’t give its employees as much responsibility.  However, Dailey’s management style was fairly participative for a vertical structure.  The Union at Green River limits the trust and family relationship between management and employees, as seen at Aberdeen.

Aberdeen manages by theory Y; they give their employees important responsibilities and encourage creativity.  Management gives the work teams the responsibility to evaluate their peers and determine raises, suspensions, and terminations.   Aberdeen encourages creativity, because they are constantly trying to improve their product and the production system and stressed mistakes will happen and not to fear for repercussions.  Green River management combines aspects of both the X and Y theories.  They don’t give their employees many responsibilities like Aberdeen.  However, they encourage ideas from all their employees for the benefit of the plant.

The definition of organizational culture is shared meanings or common beliefs among an organization's members.  Often in the development of this culture, a company's founder has great influence in the initial values and principles instilled.  Having a positive corporate culture can save companies money by decreasing turnover and the human resources expenditures related to higher turnover.  However, culture can cause strains.  Depending on how solid the culture is, a company could face enormous obstacles with mergers and acquisitions through a clashing of cultures.  Within the company, culture could affect daily operations and restructuring.  Leadership may be required to avoid a clash of cultures, and set examples.

With more than 6,000 dedicated employees, FMC proves to be an exciting place to work. With Jobs ranging from engineering to finance to research and development and to sales, FMC offers rewarding career opportunities including education allowance. They are rewarded with competitive compensation, a menu of work/life benefits and opportunities to continue developing their skills. They want to build a participative-management system on the principles of trust, self-directing work teams. They want people who are willing but eager to create something new. Each employee is told that they should run things like it is there own business. Each company wants their employees to get to know each other and they do this by having social activities that help and build the family culture at Aberdeen. They also want their employees to partake community activities and are encouraged to take active leadership roles in many of the activities. They allow their employees to make up their own schedule and work hours. With all the activities and self-involvement that Aberdeen gives their employees, it seems to make them feel needed and respected for the work they do.

Green River parallels Aberdeen in the treatment of their employees and the corresponding effects of the treatment.  They see their organization as relatively open and is eager to drive decision-making down through the organization.  Employees were encouraged to help each other out.  There was very little interaction off the job with community activities similar to Aberdeen’s. Since Green River is the bigger plant, they have more employees to consider, so it is hard to interact with everyone at times. With Aberdeen, the employees get raises by talking it over with their respective groups.  Green River doesn’t offer those kinds of pay rises to their employees.
Recommendations for Green River

Aberdeen has a strong system going that seems to work well for them. Green River should look into adopting many of these strategies, but obviously in a different context from Aberdeen. With only 100 employees and on single product it is easy for Aberdeen to be successful with work teams.  On the other hand, it would be very hard to incorporate teams with Green River.  Also, the fact that the Green River plant was built in 1948 and contains isolated space makes this a difficult goal. 

I split the approach between the surface working employees and the below surface employees, or miners.  In the surface working area, I recommend that Green River form work teams among the employees of each product line.  If there ends up being too many people in a certain team, then you could split it into smaller subgroups.  In order to be fair, these groups will elect someone into a rotational leadership position.  The group leader will collect information from the group such as complaints and suggestions and direct them to the managers.  This eliminates the middle manager, which Green River has problems with now.  Using this approach will get the problems out in the open and make them easier to fix.  It will also be easier for the managers to hear from ten people instead of a thousand.  A great way to boost moral and help build comradery among the employees is to plan fun activities or social events outside of the workplace.

Improved managerial training is needed at Green River for dealing with employee concerns and satisfaction. I recommend implementing flex schedules with core hours for all employees. This will enable them to work around family situations and medical appointments without taking time off work.  If an employee has to call off work at Green River, they need to do so before the start of that workday.  This will allow the manager time to prepare and prevent a shortage by calling another employee to cover the shift.  Rigorous and selective interviewing is important to make sure the company hires competent employees.  The screening should involve graded tasks that apply to the job.

On the other hand, the skill based pay system wouldn’t work for Green River due to the large number of employees, several different jobs, and diverse product lines.  There should be and evaluation system monitoring the productivity of each employee and each product line.

As for the miners at the plant, things should stay the same.  Mining needs to be stricter and incorporate the hierarchy for safety issues, you need to keep your employees safe and healthy for work.  Communication along the chain of command will keep everyone on the same page and the work running smoothly.
Recommendations for the New Plants

The three new plants that Green River is building are perfect for the participative management style that is used at Aberdeen.  The new plants can be started like Aberdeen.  Green River can easily find and interview creative team oriented individuals to work in their facilities.  Green River could transfer a few Aberdeen employees to help the new facilities adapt to the new participative management structure.

However, Kenneth Dailey has questions in regards to implementing a participative management style at Green River.  These questions evolve around the fact that Green River is a unionized chemical company, and unionized companies and participative management styles can be difficult to implement together at times.  To quell these questions though, Dailey need only look at the Shell chemical plant in Sarnia, Ontario which is unionized and successfully uses participative management.  At the Sarnia plant, the teams are responsible for all process operations of the plant, lab work, shipping, warehousing, janitorial work, and daily conflict resolution.  Teams also decide: how work is to be assigned, vacations, overtime, and technical training.  The union has also benefited because of this management.  Their capacity for articulating distinctive worker interests, mobilizing members, and acting collectively has been enhanced by the flexible and participatory work structures.
Good Luck and if you have any questions or concerns don’t hesitate to ask me. That’s what I am here for. OTA #105280
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