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the top management
group at Georgia Power
Company’s Plant Hammaond dead-
ed to become & beam, SvEryone was
quire sure char they were already a
tearn and worked pretry well
together. Afver all, wasn't char real-
Iy all thar a team amounted to?
The top leadership group in
early 1995 was ten people from
three management levels and owo
individual coneriburors, The man-
agement style was much the same
as they had been using for many
years in the unlity industry and
was characterized by an emphasis
on the chain of command for most
decisions—with the important ones
made by one or two people.
Informarion amd business result
were communicared on & “neesd o
know” basis. For the most part,
each department operated and
made decisions independencly.
This management style served
the uriliry business well, given its
business requirements. The busi-
ness was relatvely predicrable and
srructured wich a regulated rare of
return, regional market protection,
and 100 percent control of access
tor its oum destribution Gcilioes,

A watershed development, how-
ever, ocourred in the early 1990s—a
move tomard deregulation.

As of today, the exacr derails of
thiz deregulation are being formu-
lated on 2 stace-by-state basis
However, furure suppliers of elee-
ericity will be those who can pro-
vide reliable power ar the lowest
price.

Thiese fundamental business
chanpges demanded fundameneal
changes in the way Plant
Hammond operared and managed
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transformation

In the early 19905, the plant
had reduced che number af
employees by about one third,
resulting in fewer managemenr lev-
els and fewer managers in thoss
levels. In early 1995, the parent
organizarion, Souchern Comparny,
implemented a transformadon
process o improve the plant's abil-
ity to compete. This transforma-
an business resules ar all levels and
creation of an organization culoure
thar could deal with uncercainty
and competition—in other words
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fmprovements in cost and culture. A
series of initatives provided guid-
ance as to the outcomes of che
transformation process. Plant
Hammond set abour implemenring
these initiatives in ways thar made
sense for its operaton.

The top management team

As the plant manager considered
the requirements for the furure, he
determined char the structure,
processes, and culrure of the plant
would need to change. Therefore,
top management must change how
it operated, broadening capabilities
at all levels, Processes were needed
to manage decision-making risk
and gain consensus on direction. A
new organizariconal strocrure (see
chart on next page) was one of the
early steps in their oransformarion.

The structure provided an "our-
side in" focus—identifying the oper-
ations function as the primary
incernal customer—and grouped
plant acrivicies into several func-
tional areas.

However, plant management
knew thar simply changing the
bomes on an erganization chart was
not sufficient for real change. In the
summer of 1995, the plant manag-
er and nine other emplovees took
their first step toward becoming a
tearn when they came together ara
tacilitared off-site meeting. They
clarified individual roles and
and began developing ream rela-
tionships. They agreed dhar che role
of each leadership-team member
should be one of "shared responsi-
biliries with a functional focus.™
Top managers ar the plant could no
longer make decisions from only
their own departments’ view: In
fact, managers were required to
consider the impact of their deci-

| Characteristics of Teams

1. Comman purposs.

| 2, The veam has performance goals and
a results focus,

3. The veam members have mutual
aceountability far results of the team
a5 a whale

4. In arder to do their work, eam mem-
bers have some degree of interdepen-
dence,

5. The team uses membser capabilities
| well and develaps both the team and
the indniduals,

Flant Hammond Leadership Team |

1. Qur purpose is to achiese the results
st farth in the plant’s business plan
and 1o ensure needed hmsq.;i:hn af
activites, !

2. Specific outcomes documented, com- |
mitted to, and measured,

3. Each team member is accountable |
for completion of the toral work |
plan; each has a comemitment e
peers &5 well as 1o traditional
bosssubordinate relatonship,

4, The meam as & whale has responsibili- .
oy for accomplishing the job descrip- |
tion aof the Plant Manager. |

5. Team members sponsor acvines
based on their own knowledge and
development needs. Team regulary |
asiesses ity effectiveness and irmple-
MIERLS IMprOverments. |

|
|

sions—not only on the tocal plant,
bur also on the rotal operating sys-
tem of the Southern Company.

Each member took on the
tesponsibility to champion specific
transformarion actvites for cthe
leadership team. The team began oo
have regular one-day session meet-
ings where they discussed and
made decisions on srategic and
operational issues.

Development of the
leadership team

This management ceam took a
key developmental step in 1996 by
serring expectations for their behav-
ior and presenring cthem to cheir
organizations during reviews of the
1996 plant srrategic plan. Purting
these expectations “on the record”
builr incentives to act accordingly.
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The team found several sools o
be helpful in irts operarion and
development. One was a common
work plen char served muldiple pur-
poses: 1) to ensure integration of
their efforts and to track team
resules; 2) oo eseablish member
accouncabiliry; 3) o facilicate the
delegarion of traditional plant
manager tasks; and 4) as a caralysc
o surface strategic issues. Each
team member=or members—sak
responsibility for the accomplish-
ment of particular parts of the
work plan.

The team also used various
drfesmenE mstramenis to understand
and deal with the differenr individ-
ual styvles of team members. Each
teasm member discussed his or her
assessment in an open forum. As a
result, members made commir-
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ments for change and supporc
Each team member also formulared
his or her own development plan
based on these and other assessments.
Since one of the plant’s sraeges
was to improve the capabiities of the
managernent team, the ream worked
with an owtside consultant to identify
srengths and weaknesses. The consul-
cant observed each of the team merm-
bers in work sinuanions and provided
mons over an extended period of tme.
Each ream member reviewed his or her
assessment with the group and asked
for reactions and ecommendanons,
The consultanr also provided feedback
on group processes and worked in con-
cert with an inrernal consultant m
Improve eamwork processes.

Concurrent changes

The leadership team was also
implementing other changes o
achieve the plant’s cost and culture
goals, such as high-imolvernent
work teams in the plant to give
employees more of a voice in ded-
sions thar affect how they carry ot
their jobs. Team leaders were
charged with more responsibility
for the operarions and maintenance
of the plant and with coordinating
their acons when required, partic-
ularly in the areas of personnel
management and labor relatons.

Special project teams redesigned
and implemented some of the
plant’s major processes (work-order
system, mainrenance planning and
scheduling, training, and document
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LTM = Leadership Team Member |
TL = Team Leader
™ = Team Member

control). It was important that the
major processes be supportve of
the new plant direction. Any group,
to become a real team, must meet
certain expected ream behaviors: no
hidden agendas, no covert competi-
tion, constane support of team
decisions made with the organiza-
ton, and honesty ar all dmes.

Lessons about
top management teams
Implementing a team art the top
management level resulred in a few
important lessons for the
management team. For one thing,
it required a significant upfront
Investment in tme and energy on
the part of the rzam members.
A Op MANAFEMEnT [eam was a
confusing concepe for the plant.
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Employees did not understand the
role sharing and joine focus of lead-
ership team members, All of cheir
past experience at the plant told
them to rely on the next person in
the chain of command for informa-
tion and guidance,

Perhaps the most difficult chal-
lenges were personal ones. The
managers on the leadership team
had to resist ctheir temptation to
defer to the boss. The plant manag-
er had to resist the tempeation to
make all the decsions. Team mem-
bers had to learn oo openly discuss
their own weaknesses and to make
commitments to someone ocher
than their direcr boss. The team
also had o work o assure corporae
oversighr funcrions thar shared
responsibility did not compromise
management controls.

Plant Hammeond also learned
thar the size of the team really does
marrer. During the last two years,
the team has changed from ten
members to sic The makeup of the
members has changed as well. As the
group became smaller, the individ-
ual differences in style were more
obnvious and required continuous
effort to keep the candor levels high
enough to confrone differences.

The challenges of forming a top
management team are similar o
forming a team ac any level. [t is
camplicated, however, by the fish-
bowl ermvironment in which these
managers must operate. By their
nature, top management teams deal
with straregic issues. The ream
shiould bBe careful not o allow 3
desire 1o be a team o overcorme the
requirement for a high quality deci-
sion, They must be willing to ident-
fy those items thar do not call for
consensis. The Plane Hammond
rearn identified two specific areas in
advance where the final deasion was
rerained by the plant manager:

changes in the organizarion scruc-
ture and staffing of exempt posi-
Hons.

Success factors

Certain conditions are necessary
for management teams to become
“real teams” and not just a group-
ing of independent functional man-
agers who report o a single execu-
rive and cooperace with each other.

ﬁmlnfﬂurn,.l}mpu:pldiﬂ,
nﬂd“i:quﬂ-n'ﬂis results in
thie TEarm ha.uing actual work to do.
Teams should not be used at amy level
where there is not business

reason 1o do sa,

* Commitrient by all managers
mwalved, partcularly che plant manag-
e, that this & the best way 1o manage,
= Wisible and vocal support for team
decrsions.

= Hitgh levels of trust within the man-
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* sz of an “putside-in" foous as a uns-
fiving Force.

* Willingness to question and to be
questioned abour methods, results,
and rﬂ::-urin; behind actions.

* Rpwards that support team behan-
bor, including amy incenthae programs.
= Regular assessment of
Pﬂ'ﬁ}l‘lﬂlﬂ-ﬂt as a group.

= Willingress to uss coREructve ten-
sbon and deal with conflice and differ
SN DN

* Adequate Hrme Lo mest

= Recognition of tearm boundaries and
specific descriprions of ary items to be
retained by the top rmanager = the
facility.

Some significant advantages to
LSiNg 4 tedM CONCEPT 4f LOp Man-
agement levels have occurred ar
Plant Hammond. Actions within
individual departments have
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become more tghdy linked o che
plant’s strategies. Crinical decisions
have been improved as che ream has
increased understanding and com-
mitment o important decisions,
The team structure has resuleed in
less dependence on the plant man-
a.#r.

Most imporrant, the leadership
of Plant Hammond believes that
having a management team at the
top will improve its ability to meet
the challenges of its business.
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Because this is your e, we would
like your feedback, Was che informa-
tign we provided helpful o you and
your needs? Drop us a line ar SOF,

BN -B West Bth Street, Surte 501,
Concinrat, Ohio 45203, gve us & call
ar BO0-3BE-7303 pwt. 577, fax 513-3E1-
D070, or e-mail us at journal@agp.org
We look forward 0o your comments,




