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ABSTRACT

Human resource is important to every business. No matter how big or small the
business, human resource is of concern because it makes the business run. To manage
employees, the company has to find a method to bring out their effectiveness to

perform work efficiently.

Self-directed work teams are a good sol ution to manage working behavior of
repairmen. To build a successful team work, the company has to understand the
repairmen’'s need. Once the business owner realizes the repairmen’'s mind and
increases their motivation, it is easy to make some change in the working
environment. Then the company continues with team development in order to collect

people from difference functions to work together as ateam.

The result after applying self-directed work teams was good. In traditional work
group, repairmen use around elghteen hours to finish one car, which is not including
waiting time. After applying self-directed work team, the company can reduce the
working hours to twelve hours which is less than the original working method by 6
hours. Repairmen use less time to complete their work since they help each other in
this self-directed work teams. This can shorten the period of working hours and
increase collaboration among repairmen to share their knowledge. Hence, repair men
use less time to perform their job and this can lead to increase in productivity for the
company.
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CHAPTER|

GENERALITIESOF THE STUDY

1.1 Background of the Research

Accidents are situations that no one likes. Accident occurs because of uncertain
circumstances that cannot be predicted. Even though, people who protect themselves
with good care sometimes have accidents because of someone else's carelessness. Car
accidents come along with lots of confusion. In the past, the insurance company was
not alarge part of car accidents. People went to police station to negotiate and deal
with repair expenses. These could cause problems, if both litigants agree about the
same deal. Those people who cannot meet half way or go aong with another on the

agreement, it would turn to be complicated situation.

For those people who have not held an automobile insurance policy, have to contact
the car repair center to have their car body fixed after a car accident. The center
maybe located around their houses or in a convenience area. The car repairing process
is mostly not smooth as planned. Complicated repairing methods such as unstable
parts price, repaired quality was not good enough, or the period of repairing time that
might consume a few months until it is finished are some of the problems. All
problems are considered as the main factors for bringing cars to the car repair center

because every customer needs the cars to be done as soon as possible.

In the present day, more numbers of car users buy automobile insurance policiesto
manage their risks from accidents as well as to avoid problems dealing with the
repairing price with the car repair center. So, when the car accident occurs the
insurance company would take care of the car repairing tasks on behalf of the car

owners. The good thing is that it is no need for car owners to deal with many steps



with the car repair center because the insurance company would be responsible for
dealing with car repair center instead.

The accident claim and repairing process usually begins with; 1) acall from
customers who was involved in the accident to the insurance hotline to inform about
what happened. 2) the agent from the insurance company does the survey and primary
checking at the accident scene. 3) the insurance company agent has informed the
accident center of the insurance company to allocate the damaged car to the car repair
center that are the co-partner. After that, insurance company and car repair center are
working together to prepare for parts, discussion about the wage inquiry and so on

occurs until the repairing steps are completed.

Even though, there is cooperation between the insurance company and car repair
center to give servicesto their customers, the repairing problems still exist. Main
problem is delay service in which the car repair center could not finish the repairing
job on time. Many car repair centers try to reduce and wipe out this problem to
increase the customer satisfaction, avoiding customers complaints, and maintain their

good relationship with the insurance company also.

1.2 Statement of the Problems

SSCo., Ltd. isacar repair center located in the outskirts of Bangkok. It has contacts
with many insurance companies and services the damaged cars under those insurance
policies. However, as the accident is a situation that cannot be predicted, the number
of damaged cars sent to SS varies every month. Currently, the capacity of the SSis
insufficient to service those cars on time. The delay problems occur each month while
the cumulative numbers of the un- or delayed- serviced cars are increasing
dramatically. During some months there may be up to 100 cars but during some
month only seventy to ninety cars are sent for. The fluctuation of the number of
damaged cars to be serviced, does allowed SS to not prepare suitable numbers of the

employees for the services.



Table1.1: Car in— out Data, year 2012

22 25 12 25

Total of Car IN

Source: SS Company

Consequently, problems occur with both serious and heavy scratches or lightly
damaged cars. Figure 1.1 and Figure 1.2 show the samples of lightly and heavy
damaged cars.

Figure 1.1: Lightly Damaged Car

Source: SS



Figure 1.2: Heavy Damaged Car
. IS 'T;‘,a:"\‘ L“:‘:‘? "
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Source: SS

Most of the time, delays with repair occurs to heavy damaged cars because several
repairing processes are required and those processes also take more time than the
lightly damage ones. Delays are the main problems that the insurance companies are
concerned with. Some insurance companies apply a speed guarantee policy to gain
competitive advantage over their competitors. As such, in case a car repair center like
SS could not complete the repairing job on time, the insurance company would fine

SS as penalty fee.

For the further detailed process, SS officer estimates the repairing time for each car
and notifies the car owner of the date that the customer brings the car to SS. The
repairing time is estimated based on the level of damage level which is categorized
intoclassAl, B 1, Cl1, and DI (see Appendix A). This category is used to
communicate with insurance company also. The customer isinformed roughly about

how many days it would take to get their car back.

Practically, SS cannot fix every car within the guarantee period because of the
unpredicted |ead time for the sourcing of some parts as well as the ineffective team
management. The employees seem to use less capability than their potentials to

handle their jobs. Also, the working process which is not smooth may affect the



overal performance. If there are some production blockings in each repairing step i.e.
waiting for the parts then it would affect the next step and the overall process as well.
The delay problems are not only caused by the unpredictec number of the damaged
cars that arrive but also from the performance of the repairmen themselves. Asthere
are no specific job assignments, they sometimes do not put full effort to have the jobs
done as quickly asit should. As such, SSis planning to apply the team management
process especialy self — directed work teams to enhance the performance of the
repairmen which in turn, would reduce the repairing lead time and customer
dissatisfaction. Thus, the question, " How can the car repair center apply team
management processes to improve the performance of the repairmen?” isthe focus
of this study.

1.3 Resear ch Objectives

The main purpose of this research is to study the management of repairmen by using
team management especially in self — directed work teams. The research can enhance
company performance, by maximizing repairmen efficiency through the following
objectives:

1. Toidentify the current problems of the working process.

2. To design the self-directed work team of the car repair employees.

3. To determine the possible advantages and limitations of the self-directed team

working.

1.4 Scope of the Research

This study is focuses on the method to manage the ability of the repairmen. Currently,
repairmen do their work by supervisor's order, and they work asindividuals. So, this
study aims to improve the process of working at SS from individual to team work.
This study will focus on one insurance company which is the biggest partner of SS.
SS uses a number of carsin and car out in 6 months to analyze the total output of its

performance. Only 6 months is enough to make an analyzes because the number of



carsin and cars out do not fluctuate much. The studying designed to apply the concept

of team management in real situation to see the further results.

1.5 Significance of the Resear ch

The project emphasizes on managing repair men because they are core function of SS.
The expected outcome that SS should get from implementing team management with
the repair men isto reduce fixing time for each car and to improve work flow.
Moreover, it can increase customer satisfaction due to the queuing management which
can shorten the period of waiting. Car in queues would know the estimate of time that
the repairmen are going to use for each car. SS would have chance to increase its
productivity since repairmen can do the job faster. So, when the jobs done, it means
the cycle for billing is also fast as well and SS would get paid from car insurance
faster and higher.

1.6 Limitation of the Research

The limitation of this research is about the repairmen behaviors and habits. Thisis
what SS cannot control. Work behaviors are inherited from characteristics. Some
repairmen perform good behavior while other creates problems for the company. If

one worker is missing then it would affect the rest of the performance as well.

1.7 Definition of Terms

Assembling Repair process It isthe process of car repairing in which
require repair men to do the job
according to their skills.

Automobile Insurance Policy Legal protection that the insurance
company give to car owner or victim

when the car accident occurs.



Paint repair

Paint mixing repairing process

Putty repairing process

Rap repair process

Reward system

Rub repair process

The process of painting or spraying the
color on car body or part.

The process of mixing primary colors
with other liquid ingredients such as
thinnersto create the real color. Color
that is got from this process has to match

with the other body parts of that car.

The process of making afoundation
before painting or spraying the real color

on car parts or car body.

The process of rebuilding the damaged
parts. This process uses only the light
damaged accident parts or the car body
that which is old. Normally, automobile
insurance will decides which one to

rebuild or change.

It isthe system that the company uses to
motivate its employees. Normally, refers
to all monetary, non — monetary, and
psychological payments (Koaa
Consulting and Training, 2008).

The process of rubbing some drying
masks or rough on the surface of new

inject partsto furnish the color.



CHAPTERIII

REVIEW OF RELATED LITERATURE

This chapter is composed of five main topics which are; 1) Teams 2) Self — directed
work teams, 3) Team development, 4) Reward system, and 5) Team performance. All
related literature reviewed here is used for discussing and solving the problem of
"How can the car repair center apply team management processesto improve

the performance of the repairmen?"

2.1 Teams

Teams are a group of people who share common interest, specialty skills to work
together to achieve common goals. Teams can be found among group of people such

asin schools, universities and work places (Smith, 2004)

This research will focus on the work place which is the place that gathers many
people who share lot of skills, talents, expertise, experiences and knowledge. People
in teams come from different backgrounds in terms of education, gender, age and
ideas. So, it is necessary to know and understand what team are and how to build a

good ateams in awork place.

There are some basic issues to think about when a company would like to set up
teams (Smith, 2004).
1. Learn skills for working with all kinds of people.
* Learn to working with other people whom came from difference
backgrounds.
2. Stress that effective teams are diverse.
* Understand that the effective teams do not include people of the same
character but consist of different people who come along together to reach
the same goals.



3. Stress the importance of requirements.
» Torealize about the importance of setting up teams.
4. Emphasize performance.
» Focusing on the results that would come about from setting up teams.
5. Develop perspective — taking skill.
» Try to change the member attitude to be the same direction.
6. Respect and appreciate aternative perspectives.

* Toagree and listen to other's opinion.

Katzenbach and Smith (1993) explained the development of the group performance in
four stages as shown in Figure 2.1:

Figure 2.1: Group Performance

High Parfprening Taam

A

=
-

RestTosm A

WWorking
A Group J
u
Potential Team

Team Elsclivisnmes
Pasodo-Fearm (Teem Matitity)

Source: Katzenbach and Smith

Sage 1. Pseudo — Team

People in this group are assigned to work together but actually, they did not want to
work together. They think of others astheir rival and compete with each other. 1t will
be better if peoplein this team work alone.



Sage 2: Potential Team

If you have done your job then the manager will evaluate your performance based on
your output in this category. It means that the output of this team came from
individual performance not the total teamwork. So, if there is some reward offered in
this stage, not al people will get rewarded. In this category people supply little help to
each other in team. People who work hard and put an effort to do their job will

perform better if they work alone.

Sage 3: Real Team

In this category people know that working together is akey to success. They promote
each other's success by helping, sharing, assisting, explaining, and encouraging
(Smith, 2004). In this category gives precedence to continuous improvement the

processes of making a team.

Sage 4: High Performing Team

In this category, employees will get closely involved among their groups. Employees
trust each other and share everything even if some personal issues. The level of
commitment is very high in this category. This relationship can enable high
performance which is beyond the company's expectation.

In recent years, another style of work organization has emerged, giving greater
responsibility to employees with the emphasis on teamwork (Mack Consulting Group
Pty Ltd, 2007). Working as ateam iswidely used in many organization. Employeesin
teams share knowledge, common interest, skills and goals together. They have atask
of responsibility and should do those jobs effectively. When problems occur, it is not
that the team leader or the manager solves the problems alone, but everyone in the

team has to take responsibility and try to find away to fix problems together.

10
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2.2 Self — Directed Work Team
2Pl o !

Self — directed work team has a function to align workers to work in the same
direction in order to reach the same goal. Newsday, most businesses are conducted
with many people working together in one company. Employees believe that working
aloneis more easy and fast but they not think as awhole picture. The project or task
that they are responsible for might not be a hundred percent success. People who lack
skills may not perform good if they work alone, but when they work together as a
team then the result will change into better performance like "Imperfect people can
make perfect terms’ (McGreevy, 2006).

Self — directed work teams are a group of people that work together to perform a
function or produce a product or service (McGreevy, 2006). It isthe way to organize
employees into teams. Responsibility in each tasks are of concern to everyone not just
the manager or team leader, employees feel involved with their jobs more than just
being told to do and waiting for the results. Moreover, employees take part in

managing and designing how they work.

Managers or team leaders are act like coaches to advise employees about the tasks
that they have to do. Self — directed work teams are capabl e of organizing themselves,
requesting support from the necessary function units, and accomplishing the task
without seeking departmental or higher administrative approval (Mears & Voehl,
1994) Employees are associated with the tasks due to their working skills, and those
skills can help to complete work.

Since employees have the same goal, the company has to distinguish its employees
skills and put them into the right function or job. Many effective skills from team
members will create a complete work, and it leads to the company's goal. By giving
them work in accordance with their skill, it can increase high performance, and help
to build relationships with people and jobs. Employees have afeeling that they know
how to manage their task and know how to fix it when some problems occur because

11



they are the persons who have knowledge about this in this function more than others.

Moreover, they also have power to plan, implement and control all tasks by their own.

2.2.1 Advantages of Self — Directed Work Teams

Due to employees have an opportunity to share their ideas, and feel more relax to
working as a self — directed work team unlike the hierarchy style. They can perform

well result which brings advantages to the company.

The advantages or benefit that company can get from working as a self — directed
work team are cost saving, innovative, effective decision making, increased
productivity, improved customer satisfaction, commitment, motivation and increased

compatibility between employers and employees (Howell, 2001).

2.3 Five Stages M odel of Team Development

When people gather together to form ateam, it is necessary to know how to develop a
good team work. Tons of amazing workers with high skill in one team might be
uselessif they cannot show their full efficiency in the right way. It is a nature of every
human that living or working with others needs time for adjustment. The adjustment
among a group of people in ateam requires time since workers cannot get along well

with others since the first day that they come into team.

Team development is aterm to describe the moment when employees are work
together as ateam that has the same goal. Teams need some method to form to
become an effective team. Before reaching the team goal, team leader and members

have to find the way to make the structure better and stronger.
Team development reinforces the atmosphere to make people in team feel happy.

Once members committed to ateam then they will have effective performance for the

company.

12



When people gather to forming ateam, one thing that they should understand is how
to develop or building ateam. This research uses 5 stages of Team Development
(Tuckman, 1965) to explain how to develop an effective team. Firstly, four stages
which are Forming, Storming, Norming and Performing were introduced. L ater as self
— directed work teams became common in business, the fifth stage of Adjourning /
Transforming was added (Tuckman & Jensen, 1977).

Figure 2.2: Stages of Team Development

5.Adjourning 2.5torming

4.Performing ‘ 3.Norming
i
I é -

Source: Adopted from Tuckman's Concept.

Sage 1. Forming
Thisisthe primary step to a develop team. Team members are ambiguous and not
familiar with each other. So, thisisthe time to identify the similarities of peoplein

teams and try to find scope, goals and purpose of the project or tasks. Team leaders
have to simplify the team member's processes.

13



Sage 2. Sorming

Competition and conflict occursin this stage. Team members tend to show their ideas,
thoughts and feelings regarding their responsibilities about the tasks. When thereis
conflict or misunderstanding in the team, team leaders need to act like coaches to

guide and organize its team members to align toward the common goal.

Sage 3. Norming

Team members start to work like ateam in this stage. After getting to know each
other from the previous stage, members start to adapt their behaviors to support
teams. For majority of team members agreement occurs in this stage. The beginning
of the relationship among team members start here. Team leaders tend to give full

support and continue to reinforce participation among team members.

Sage 4. Performing

Members have a chance to share ideas, thoughts and feeling in stage 2. Moreover,
they have an initiated level of relationship in stage 3. Some agreement and consensus
also exist in teams during this stage. Stage 4 is concerned with strengthening of each
others participation, decision making, sharing knowledge and experiences, and
common vision. Team members ..... an objective and devel op skills to reach team's
goal. Team leader stay aside and are ready to help if some problems occur or the team
has a tendency to move back to the earlier stage. Team leaders will look at the whole
process as a big picture but do not stand out and interfere with team members.

Sage 5. Adjourning

Thisis astage of dissolution stage after the team reaches its goal. Team members
leave or there is a changing the team structure, team members or goals. And since
team members have arelationship, it will be a moment of restraint in member's mind.
They might feel sad or attached to the old times. So, team |leaders have to show

appreciation and thankfulness to team members.

14



2.4 Reward Systems

Building employees motivation requires some compensation or reward. For example;
sales representative will get commission when he or she reaches sales goals. The
company uses reward systems as a tool to create working motivation for its

employees.

In this research, building team work has its own benefit for the company. When the

situation has to deal with people, the company should have some tool to align them.

When a situation occursto stimulate people, they will perform some behaviors and
these behaviors will lead to some consequences. If employees feel satisfied with their
rewards, then they will give something in return to the company such as high
performance, commitment to the job and loyalty.

Working in the same place in the same job and same surrounding increases conflict
among people in company. It is normal for employees to feel bored and want to
change their job. This problem is important because if employees did not feel
committed to their job and organization, they can easily switch to a new company
because they do not feel united with the place that they are work for. The company
has to think of the solution to bind its employees and build motivation within the

work place.
Since employees have to survive in the real world, sometime salary or wagesis not
enough for them to take care of their families. The company has to find another way

to fulfill their employees needs by giving them some rewards.

Reward refersto all of monetary, non — monetary, and psychological payments that

the company provides for its employees (Koala Consulting and Training, 2008).

15



2.4.1 Typesof Reward

There are two basic types of reward (Koala Consulting and Training, n.d.).

1. Extrinsic Reward — it refers to basic need for everyone. Employees do not work for
free, they have burdens and also need four factors survive. So, money isvery
necessary for them. Another basic need is job security. Employees need stability and
consistency in their career to guarantee that they are not get fired. After putting hard
effort in the company, acceptance from the work place and colleagues is what
employees need. It shows that those employees have value for the company and

because of them, the company still runs its business.

2. Intrinsic Reward — thistype of reward refersto the inner feeling of employees
toward the workplace, such as job satisfaction, completing challenge, pleasure in job
function and colleagues. These feelings are not tangible because they occur in an

employees mind

2.4.2 Objectives of Reward System

There are three main objectives to implement the reward systems in the organization
which are attraction, great performance and commitment (Koala Consulting

& Traning, n.d.).

1. Attraction — it isatool to attract and keep good employees. If company'simageis
more likely to look cheap to employees perception, they will move and find a better
place to stay. It is not worth to work with company that does not have some

motivation to work for.

2. Great Performance — rewards can stimulate employees to bring about great
performance. Many companies offer compensation, allowances and bonuses to
motivate its employees. This method can drive employeesto do their best and produce
good performance to get high rewards.
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3. Commitment — this objective is concerned with employees' feeling and perception
towards their company. When employees put all effort to the job, it isnormal that
they would like to get attention and feedback from the company. If the company
values and shows how important they are for the company. It can create some good
feeling inside employees mind. A company that never show kindness or give value to

its employees will get poor performance from them in return.

2.5 Team Performance

Effectiveness is measured by results (Mears & Voehl, 1994). Skills and experiences
from team members is one factor that can increase performance. So, it is normal that
people will expect good things as aresult. In an effort to get high performance and
effectiveness from employees, a company needs to have a team measurement. Team
effectiveness can be devel oped based on its performance. The knowledge on team
performance would help the team to become aware of its effective and ineffective
work and cooperation. As such, measurement of team performance would be
beneficial for the teams and the organization as well. Team performance can be
measured in several ways such as, how much outputs can employees produce per
week or customer satisfaction regarding after sales service. Within the organization,
some of those questions might show how well employees work together as ateam, the
ability of the team to reach consensus and how do they deal with problems. Hereis

the seven - step process for creating team performance by Zigon (1995)
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Figure 2.3: Seven — step Process for Measuring Team Performance
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1. Review the existing organization measures

2. Define team measurement points

3. ldentify individual accomplishments that support the team

4. Weight the accomplishment

5. Create measures for each accomplishment

6. Create performance standards

7. Create a feedback system

Source: Adopted from Zigon’s Concept.

The details of the seven - step process for creating team performance are as follows:

Sep /. Review the existing organizational measures

It is concerned with the whole organization not just only one department. This step
refers to the company's goal and how the team must get or support to accomplish that
goa. Team members should know and understand the measurement above and around

their team.

Sep 2. Define team measurement points
It would be easy for team measurement if they know about the consequence of what
they are going to do. Team should select the best aternative to identify the point of

measurement. Then, use that alternative to gain the team's accomplishment.
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Step 3. Identified individual accomplishments that support the team
The two mentioned steps above talk about the team's measurement but in this step the
focusis on individual measurement. Teams be not success unless each member shares

its performance.

Sep 4. Weight the accomplishment

Team members should use percentage to weight the important of each process. Those
percentages will represent the proportion of each process. So, member will know what
thefirst priority to focus upon. Weights can avoid confusing among groups in case the
period of time to do the job is short because it states a high percentage of importance
that is given to each process already.

Sep 5. Create measures for each accomplishment
In this step teams to find out what is important to measure. Not everything can be
measured in numbers so this method will separate factors into two types which are

general measures and specific measures.

General measures are about how good ateam is at performing each outcome or result.
There are four general measures that ateam can use (Zigon, 1995) which are
quantity, quality, cost and timeliness.

Specific measure can be explained in numeric and descriptive terms (Zigon, 1995)
Numeric shows the unit that will be tracked while descriptive will use word to
eval uate the accomplishment.

Sep 6. Create performance standards
Team leaders and team members have to set the level of performance according to the
expectation of each identified measurement. Teams should define how well at team

and individuals performance can meet expectation or not.
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Sep 7. Create a feedback system

Teams have to collect the information to stay on track. This step needs to create a
feedback system to collect and summarize the data for future purpose. Feedback will
be very useful for teams because teams can know what is the right or wrong when

compared with the standard.

Team performance measurement provides teams with information that they can use to
identify strengths and weaknesses in their performance (Jones & Schilling, 2000)
Team members know what goal to accomplish because they have information and
understand which derived from the performance measurement as steps mentioned

above.

Katzenbach and Smith (1994) also defined a way to increase team performance by
establishing urgency and direction and sel ecting members based on skills and
potential, not personalities. The company has to pay attention to first meeting and
actions by setting clear rules of behavior and some immediate performance — oriented
tasks and goals. The company needs to challenge the group regularly with fresh
information to boost up members. Moreover, team members should spend alot of

time together and to exploit the power of positive feedback, recognition and reward.
2.5.1 Development of Working Team

Working as a team increases expertise and resources to solve company's problem.
Agreement from ateam is more reliable than an individual because members share
ideas, thought and recommendation. Thisis agood reason to devel op teams working

in the company.

Here isfive critical methods to success (Center for Creative Leadership) to build a

successful team.
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a. Set aclear direction — giving clear reason why the company has to form ateam to
unite team members. Employees will understand functions and promptly to give
contributions to the team.

b. Build organizational support — it will be effective if the team gets more support.
Team members need support because they are willing to do more.

c. Create ateam structure that empowers team members — give clear explanation
about the position or duty that team members have to deal, so asto gain more
responsibility

d. Identify key relationships — to build and hold relationships among team members,
or even some other teams to gain cooperation.

e. Monitor extent factors — things surrounding your team or past experiences are
useful because team members will learn from it and know the way to defend

themselves before problems occur.

Teams that high performance do not occurs by chance or accidentally. They are
managed and created by all team members. Cooperation among team members leads

to success.

2.6 Summary

Everything has its own advantages and disadvantages. Individual performance might
be good to the company but it will not be as good as team performance. All
employees need to be somebody not nobody, they put effort to earn something such as
money, recognition, promotion or job security. Building teams bring out efficiency
from each employee. Those set of employees work as team. Before the company has a
high performance teams it have to work through many steps to reach that point. These
company has to understand the structure of team work because there are many people
stay together, conflict arises. The way to organize and align them together to reach the
common goal is necessary because if the structure of that team is strong enough then

it can go on.
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Only team development is not enough. The company has to increase motivation of
team members or employees. Some compensation or rewards play an important part
for team building. Employees feel happy if they have good living. Since nothing
comes for free, employees work hard to get wages or salary. On the other hand, if the
company wants to get more productivity or annual sales growth every year then the

company hasto pay for this as well.

When teams are ready to do a job, the results are expected. Before getting a
masterpiece, there are processes to measure the performance of each team. Two types
of measurement which are numeric and descriptive help team to realize the reason and
function of team performance. Teams know what is the first priority or if company
wants to improve its output what should team be to accomplished. No matter what
method that team uses to increase its performance, the effectiveness of resultsisthe

key to success.
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CHAPTER 111

RESEARCH METHODOLOGY

This chapter presents required repair processes, data and expected outcome after
implementing all these strategies. The process of giving service to customersis
related to damaged car repair and delivery to customers. The required datais a paper
record from one insurance company showing the number of customers that bring their
cars to get service per month. The methodologies of repair processes and data analysis
are discussed in this chapter.

3.1 Required Data and Data Collection

The data that is used in this study is collected from the real number of damaged cars
sent from the insurance company to get services at SS. As accident cannot be
predicted, the number of damaged cars during each week are not the same. Some
weeks up to thirty cars while some week has only ten cars come for service. The data
shows the productivity of the company. Productivity here means the output of
finished cars.

At present, like mentioned in Chapter one. SS has a problem due to working processes
of itsrepairmen. Self — directed work teams are used for improving the ability of
repairmen to create effectiveness. Once SS brings out the maximum ability of

repairmen, it can lead to increase productivity.

To develop the self-directed work teams, the current operation process together with
the numbers of the light and heavy damaged cars that come to the SS as well asthe
average, maximum and minimum lead time for car repairing must be gathered.
Moreover, the current working performance of the repairmen should also be obtained.
These data can be collected via three magjor data collection methods, which are
documentary reviews, personal interviews, and observation. The details of each

method are discussed as follows;
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3.1.1. Documentary Review

The documentation to review in this study isthe data of "Car IN" and "Car OUT" that
is collected from January 2012 to June 2012 by the car receiver at SS (as shown in
Table 1.1). SS records this number to know how many damaged cars (or customers)
that the insurance company givesin each week. Besides, SS can also get the number

of output data to determine company performance as well.

3.1.2 Personal I nterview

The interviews will be done with SS's officers and repairmen to see if they need some

more change.

For officers, the interview will focus on the car receiver. The officer is the person who
collects all information about the damaged car first, such as discussions with
customers about how seriously the car is damaged, taking damaged pictures,
collecting claimed paper from customers and informing roughly about the time to fix
the car to the customer. So, this person is responsible for basic information about the
car that comes to SS and fills records about the date that the customers bring their car
to get services.

Repairmen are the core function of SS. The company is concerned alot about their
needs. Interviews will discuss about their needs and job details. Interviews will
conclude about the feeling towards their job, their opinions about current operations at
SS and what they would like from the company.

3.1.3 Observation

An observation on the working styles and process onsite is conducted. SS working
days and hours is Monday to Saturday, starting from 8.30AM to 17.30PM. Mostly,
the working style and effort of the repairmen are individually different. Some
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repairmen work six days aweek while the other may come to work only four days a
week. Those repairmen do not care about working hours and regulations of the
company since they know that the company needs their expertise and contributions.
Some days if they want to come, they will come, but the next day they will not come
or may be absent for 2 to 3 days without prior notice. This behavior affects the

effective working performance of the SS.

The repairmen offer to work over time if there is an urgent case or they cannot finish
on time. SS hasto pay overtime wages which in accordance to the labor rules and
regulations. Sometime SS has to give them some allowance or money to please them
such as food and drinks to motivate them to work harder in some urgent cases.
Cooperation among repairmen is not obvious. They work as individuals because of
their skill for each station. No cross — functional work team occurs in SS because

work is done step by step with no interfere from others.
3.2 Pre-analysis Data
The current operation of the car repairing process can be identified based on the

interviews and observation data. The process can be drawn graphically asseenin

Figure 3.1 which isasfollows:
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Figure 3.1: Current Operation of Car Repairing Step

pe
/ Office Working Steps

Customers or Insurance company bring their car to SS

| SS estimates damage for that car |

| SS quotes to Insurance company |

Waiting for Insurance company approval to
fixing that car

| Part ordering + Open job I

| Service manager distributes job to repairmen |

Source: Author

Figure 3.1 explains the current operation of car repairing which can be categorized

Repairing Steps

Putty repairmen

| Paint mixing repairmen |

Paint repairmen
| Assemble repairmen |

| Rub & Wash repairmeril

Quality Control

[ Finished car deliver to customer |

into two stepsi.e. office working and fixing steps. The details are as follows:

The office working step, starts when a customer or insurance company brings a
damaged car to SS with a clam document. Then, the level of damage is checked and
the price quotations are prepared and the car is sent. The car repair companies then
have to wait for the approval from the insurance company to process the fixing step.
After the agreement on the regulated car parts, between the car repair and insurance
company, i.e. whether to change or to repair, the car repair companies can open the
new job and start to order parts from its suppliers. Then the service manager or
supervisor distributes the job and functions to the repairmen. Then, the fixing step by

step starts.
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The repair step starts when repairmen get the job order from the service manager. It
starts with the rap process. Rap is the way to rebuild a part forming process. This step
normally is used with lightly damaged cars. For heavy damaged cars, SS has to order
new parts from the suppliers and will pass this step in order to go to the putty process.
The putty process is necessary for the fixing step, no matter if the parts are new or
rebuilt.

Putty is the process of doing a foundation before repairmen start to paint cars. Repair
men grind car parts with the grounding product to create a base color before they put
real colorsto those car parts. Then paint mixing is done. Paint mixing is very
important for the fixing step because this step requires repairmen with high skillsto
mix primary colors and other materials such as thinner to crate colors that are exactly
the same as original car body color. If the repairmen do not mix the color well, then
will be the problem at the assembly step since two different colorswill show in one
car body.

After mixing the color, the paint repairmen start to spray or paint color onto the real
car parts. This step needs to use spray booth rooms to separate some dirt and dust in
the air because dust can damage the color surface of car parts. Then the car is moved
to the assembly process. The assembly repairmen will put all car parts together. This
process need repairmen who know details of every car part which includes asingle
screw, little pieces of car component that hold parts together right to the car door or
bumper. Thelast step in fixing and rebuilding damaged carsis the rub and wash
station. After painting the car, new colors still leave some drying marks or some
rough surface which is not smooth when the repairmen touch those car parts. The rub
repairmen use tools and medicinal liquid to rub those areas until it is smoothen like
other areas. The next steps are washing the car and quality control. After everything is

completed the car isready to be delivered to customers.

Moreover, the numbers of Car turning in and turning out from the SSin the first half
of the Year 2012 is obtained from the SS documents as seenin Table 1.1
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This data shows the number of car in and car out during the last 6 months which start
from January 2012 to June 2012. The number of car inis not closed to car out, and it

creates a number of pending cars during each month also.

At present, the repairmen do their task individually based on job orders. Cars at each
station requires varied time. Some take 1 or 2 days while other take 10 to 13 daysto
complete. Beside this reason, repairmen's behavior is afactor that createsadelay in
the working process. Lack of motivation in doing their task, lot of absent and quitting

their job easily are the factors that SSis concerned about.

3.3 Data Analysis

The root cause of adelay problem will be analyzed based on the data obtained from
the data collection stage. Details of the working process and lead time of each fixing
activity (as shown in Figure 3.1) will be analyzed. The motivation problem of the
repairmen and its causes which obtained from the interviews of the repairmen and

analyzed

3.4 Designing the Self-directed Work Team

Self-directed work teams will be designed based the seven - step process for cresting
team performance proposed by Zigon’s Concept (1995). The details of the seven
stages team development are as follows:

Sep 1. Review the existing organizational measures

Sep 2. Define team measurement points

Step 3. Identified individual accomplishments that support the team
Sep 4. Weight the accomplishment

Sep 5. Create measures for each accomplishment

Sep 6. Create performance standards

Sep 7. Create a feedback system
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To set up self-directed work teams and check if efficiency occurs, the process goes
through the seven — step process for creating teams performance which is as follow:

At present, repairmen work individually not in teams.

* Inform all repairmen about the consequence that SSintends.

» Select qualified repairmen to support teams. Put the right man to the right
job.

* Give clear explanations about the repair step. After all parts arrive at SS,
the repairmen start fixing step by step. After one step is completed next
step has to start right away.

» Once one step is completed the repairmen can move to another car
waiting in queue to start their work. This could help in reducing lead time
for some steps. Such as Paint mixing repairmen can prepare the color to
spray the next car even if the putty step is not completed.

* When teams are set up, the number of car waiting queue should reduce.

Repair men can produce more pieces of work.

* Thesupervisor hasto collect data and needs time for each car (in initial
team). Thisis compared with the cars that do not joins self-directed work
teams. The number of hours that is used for fixing at each step is
calculated until the whole car is ready to be delivered to customers.
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3.5 Deter mining of the Possible Advantages and Limitations of the Self-directed
Work Team

The working style of repairmen at present cannot fulfill SS's achievement. So, this

study aims to implement self — directed work teams to create benefits for SS.

Possible advantages that SS might get from self — directed work teams are reducing
lead time in fixing each car, increase productivity, customer satisfaction and

increasing relationship with insurance companies.

However, the limitation of this study is repairmen's behavior. Repairmen would not
like to work as teams as because the culture isto work in individually. Some repair
men like to work alone because they think it is easier for them to get things done with
out being concerned about other steps. SS should put effort to create motivation and
try to make them commit to both company tasks and their task.

3.6 Summary

The methodologies that are used in this study are current operation of car repairing
steps. The required data and data collection was obtained from the real number of
damaged cars, personal interviews and observations. Data analysis indicates the
problem that the company is faced with. Because of the repairmen issue, this study
tries to apply team management, especially self — directed work team to fulfill the
question of "How can the car repair center apply team management processes to

improve the performance of the repairmen?"
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CHAPTER IV
PRESENTATION AND CRITICAL DISCUSSION OF RESULTS

The concept of team management was applied. The results were observed and
compared with that of the traditional work process in this chapter. The consequences
of the self-directed work teams has analyzed to check whether it could improve the
performance of repair men or not and would it affect the management of SSto make
strategic decisions on how to improve the company performance in the short future.
The contents are divided into 4 sectionsi.e. 1) Building work environmental
moativation 2) Current Operation Process 3) Creating Self — directed Work Teams and
4) Comparison of the performance of traditional and self-directed work teams. The

details are as follows:

4.1 Building Work Environmental M otivation

Regarding the interview and observation with the repairmen, the two major requests
were proposed as follows:
1. Repairmen would like to get paid twice a month, i.e. every fifteen days,
instead of monthly pay
2. Besidesthe social insurance, the repairmen would like to get more fringe

benefits such as living alowance, compensation, commission, and so on.

After discussion with the business owner and management teams, it was agreed to
respond to those two requests. Since SSis afamily business with the small number of
employees, changes and flexibility in the working system can be done easily. To
satisfy and increase motivation of all employees, not only for repairmen, SS agreed to
change the wage payment date from every thirty days (monthly basis) to be every
fifteen days (fortnightly basis). Regarding the second request, SS agreed to spend one
and half percentage from the total revenue after paying all expenses and taxes of each
month to all employees. Business owners and managerial people agreed to spend this
amount of extramoney. The average of total revenue after paying all expenses and

taxes per month is two million baht. The average salary of all employeesisfifteen
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thousand baht. So, 1.5% from the total revenue will equal thirty thousand baht. After
that, SS calculates the amount of thirty thousand baht dispensed to each employeein
equal. So, employees will get thousand baht per month which is around 6.7% of their
average salary.

This extramoney is appropriate for employees because it can increase the money that
they receive each month. This amount does not effect to company cash flow. SS still
has money to use for its business. As such, the 1.5% revenue will be given to each
employee including the repairmen, as extra money. However, the share for each
employee would be dependent on their working performance. Working performance
means how many damaged cars arepairmen can complete and send out in each

month.

As each process of car repairing is not the same, some stages take several hours to be
completed while other stages may take less than an hour to complete. SS plans to
reward the employees based on the completion of the job i.e. the finished car that is
ready to be delivered to customers. Repairing one car requires the work of all stages
no matter hard or easy the process. If some stages are missing or undone, the car
repairing process is not complete. Every stage and every repairman requires different
skills to complete such collective tasks.

This amount of money is used as areward to build motivation anong repairmen. This
extramoney is different based on the performance of the repairmen. If during a month
the repairmen perform well for SS then the extra money will increase but if during the
next month they cannot perform well then the extra money will decrease. So this
could motivate employees and repairmen to fulfill their efficiency and perform
effectively for the company. Instead of working as individual and showing no interest
in other functions, repairmen participate in their colleague's work and have closer
relations with each other. They shared information and listened more to each other,

and have the same goal.
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4.2 Current Operation Process

This part discusses the existing work process at SS. At present, each repairmen works
individually based on the job assignment allocated by supervisor. There are six repair
steps. Every damaged car that arrives at SS has to go through these steps as discussed

in details as below:

The process of repairing begins with the queuing step. The cars must wait in the
queue until the corresponding repairmen is available. Waiting time depends on the
workload of the queue in the waiting cars. The person who receives the damaged car
from the customer and does the insurance paper works is called "car receiver". Then it
is passed to next step which is the evaluation of the damage and assigning repaired
tasksto repairmen. This stepsis performed by the "supervisor”. Then, the cars are
passed to the "rap station” which is the beginning of the repair process at SS. Figure
below shows the real picture and real working process at SS.

Source: SS

Rap isthefirst stage to repair the damaged part. This station handles the case when
the new parts are not needed. Normally, this stage takes two to three and half hours to
complete the job. Then the cars are passed to the next station which is the Putty
Station.
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Figure4.2: Putty Station

Source: SS

Putty is the process of doing the foundation before the painting cars. This stageis
important because if repairmen do not do it well, it will affect the painting quality
such as the color does not adhere to the surface or drops in some area of the damaged
part. This stage takes two to two and half hours to compl ete.

Figure 4.3: Paint Mixing Station

WRINANS

PAINT MIXING ROOM

Source: SS
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Paint mixing is the process that requires short period of time to complete. SS has paint
mixing machines to produce the color that matches to the car. So, thisis easy to create
the color but it does require highly accurate skills for mixing the color otherwise the
color that appears on car body be different from other car body parts. This stage takes
only half hour to complete. Then, the car is moved to the Paint-Spray Station.

Source: SS

The painting process requires a drying room to paint the color on car body or parts.
The drying room prevents dirt and dust that may touch with real parts and leave some
damage on the surface. This stage takes three to four hours to complete since
repairmen with high painting skill are needed and painting is delicate. After that the

car is sent to the Assembl e Station.
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Figure 4.5: Assemble Station

VA g am.

Source: SS

Thisisthe station where all repaired parts are composed of the car body. Assembly
repairmen have to know about the engine and car body as well. This stage could take
several hours to complete since there are so many car components. Moreover, the
repairmen have to be very tidy and the car has to look- similar to the old one before the
accident occurred to make customers satisfied with the quality. Repairmen spent three
hours or four hours at the assembly station to complete their job. Then, the car goes to
the last step, Rubbing and Washing Station.

Source: SS
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Thisisthelast step before delivery of the repaired car to the customer. Rub and wash
is the process to check and clean. Every car has to go to the rub station to clean tiny
dirt on the surface. Repairmen use tools and medicinal liquid to rub those areas until it
as smooth as other areas. The next step is to wash the car and quality control. This

station takes three or four hours to complete the job.

After the first stage at the rap station, completed car number one is passed to the
second step, then the rap repairmen can proceed to car number two. So, car number
two has to wait to until the rapping men finished their job with the car number one.
From the observation, the second car waited 3 hours because car number one took
three hours at rap station. The waiting time of each car is dependent on the time
provided for the previous cars while the repairing time at the rap station is dependent
on the severity of the damage to that particular car.

Each step, it takes different working time to finish and pass to the another station.
The observation on the work performance and the time spent on each station is
recorded. The details can be seen in Table 4.1 in the next section.

4.3 Creating Self — directed Work Team

One self-directed work team was initially developed on avoluntary basis. SS has
twenty two repairmen, which does not included back office employees. After
discussing about the delay problems and selling ideas about the self-directed work
teams with all involving employees, eleven repairmen volunteered to join the new
working team. The new working team consists of two rap repairmen, three putty
repairmen, one paint mixing repairman, two painting repairmen, two assemble

repairmen and one rub and wash repairman.

Regularly, each repairman has to handle different interdependent tasks. Rap
repairmen have to rebuild the damaged parts before being sent to the putty station.

Putty repairmen are people who do foundation of the damaged partsin order to move
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to the paint station. Paint mixing repairmen have the duty of mixing colorsto use at
the paint station, and these men require accuracy mixing skill. Paint repairmen have
the duty of painting on parts or car bodies. Assembly repairmen are the people who
combine repaired partsto the car body. The last oneis rub and wash repairman. He
has to clean and check some drying marks or roughness on the surface of new paint
parts. However, the job sharing policy is applied to this work team. The total of five
damaged cars were assigned simultaneously to the team while all members had to
discuss about how to have the job done on their own. As such, the repairmen from one
station may help doing other jobs that are not in their stations.

The capability of the workers in self-directed work teams and traditional work team is
similar as the condition of the damaged cars. To create it consistency between the new
self-directed work teams and the rest of the repairmen who work on the traditional
procedures, another five cars were assigned to these people. The damage size of these
cars was about the same as those assigned to the self-directed work teams. Two black,
two white and one silver colored cars were assigned to each group. Thisisto control
over possible discrepancies that may affect the research results. Parallel works were
created by both traditional and self-directed work teams. The observations and records

of the time spent on each station were done for both teams.

The development of the new work team proceeds. At the forming stage, repairmen
identified the similarities in what they are doing, such as the working scope and
team's goal. Then they move to the storming stage. At this stage, conflicts occur.
Some repairmen had a question about why they have to help othersinstead of working
like before. So, team leader explained the benefits of working as ateam to them. The
reason that SS came up with self-directed teams was to reduce delays of repairing
problem. After they had finished with their argument at the storming stage, in the
norming stage, the repairmen understood more and started working as ateam. They
knew what was the truly purpose of creating this self-directed work teams and were
willing to help the company more in their duty. The repairmen had more participation,
decision making and sharing knowledge in this performing stage. They helped their
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team members even when it was not their duty. Paint mixing repairman help paint
repair men paint the damaged parts. Team leaders just guide and tell them what the
first priority isonly.

So, development of teams using those four stages was successful in creating self-
directed work teams. To get the results of setting up a self-directed work teams, SS
chose five damaged cars for this team and observed the result that company can get
from applying those volunteer repairmen.

4.3.1 Comparison of the Performance of Traditional and Self-directed Work
Team

The process of working in a self-directed work team was a bit different from the
current operation. The team moved the paint mixing station to be the first step asits
task isindependent and does not depend on other stages. Moreover, job sharing was
applied. The repairmen from different stations help each other to handle the tasks of
the previous stations before moving to the next station when the tasks are mostly
done. Discussions and work adjustments were done throughout the working process.
The time spent on each car at all stations were recorded. Table 4.1 shows the working
time spent by the repairmen who work using the traditional process while Table 4.2
shows that of the self-directed work team.

The process of traditional work is done step by step, starting from the rap station until
the rubbing and washing station respectively as shown in figure 4.7
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Figure4.7: Process Flow for Traditional Work Group
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Repairmen in this traditional work group did not help each other. They work

individually without collaboration. The putty step cannot start unless the task at the

rap station was done. So, thisis the actual process of traditional work groups which

might take along time at each station to complete the whole process.

Table4.1: Working Hour per Car of Traditional Work Group

Working Hour per Car Number
No. Job Description CAR | CAR | CAR | CAR | CAR of
1 2 3 4 5 Employees

1 | Waiting Time 0 3.5 6.5 10 135 0
2 | Rap Station 35 3 35 35 3 2
3 | Putty Station 3 3 3 3 3 3
4 | Paint Mixing Station | 0.5 0.5 0.5 0.5 0.5 1
5 | Paint Station 4 4 4 35 35 2
6 | Assemble Station 3 4 4 35 3 2
7 | Rub & Wash Station 4 4 4.5 4 5 1
Total Hours per Car 18 22 26 28 315 11

Source: Author
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Table 4.1 shows the actually time spent in repairing process made by the traditional
work group which is currently use to fix the damaged parts or cars. SS chose five cars
as a sample group study. Those cars can represent the flow of working when there are
other cars in waiting queue. Five cars were enough to show the sample event.
Working hour in thistable referred from light to middle damaged cars. If thereisa
heavy damaged car arrives at SS, it would require more time to finish repairing.
Working hour that use in each station was record by the time stamping card. When
repair men start doing their job, they have to record starting time and finishing time.
SS's officer use this method to cal culate the working hour of each car and to see how
many hour that repair men used to complete their job, so this card can show the total

time that one car need to be done.

This table describes the working hour in each station. The number of employees
shows the amount of repairmen that need to spend in each station. This number isthe
datathat SS collect from the sample study group in real situation. The working flow is
firstin— first out and done step by step. Thefirst car here took around eighteen hours
to finished all processes, the working time is not pure job, it was the job plus with

loafing time such as rest time and gap time between one stage to another stage.

Thetotal time increased respectively because of the waiting time at rap station. Every
car done step by step without cut in line.
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Figure 4.8: Process Flow for Self-directed Work Team
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Figure 4.8 shows the working processes of self-directed work teams. Assembly
repairmen could help working at the rap station to finish the job faster. Likewise,
when rap repairmen finished their jobs, they can help at assembly station as well. Rap
repairmen and assembl e repairmen can help each other finish their jobs because they
have similar skills so, the team leader uses this as an advantage to cut the working
time. Some repairmen like paint mixing repairmen can help paint repairmen. Putty
repairmen can help rub and wash repairmen after they finished their job. The repairing
process had to be done step by step respectively as shown in Table 4.2.

42



Table4.2: Working Hour of Self-directed work Team

Working Hour Per Car Number
No. Job Description CAR | CAR | CAR | CAR | CAR of
1 2 3 4 5 Employees

1 | Waiting Time 0 15 35 55 7 0
2 | Paint Mixing Station 15 0 0 0 0 1
3 | Rap Station 15 2 2 15 2 2
4 | Putty Station 2 3 3 2.5 2.5 3
5 | Paint Station 3 3 2.5 2.5 2.5 2
6 | Assemble Station 2.5 2.5 25 2.5 2 2
7 | Rub & Wash Station | 1.5 1.5 1 1.5 1 1
Total Hours per Car 12 135 14.5 16 17 11

Source: Author

Thisisnot acut in line style. Thisisworking in collaboration among team members.
Instead of working alone and passing step by step, repairmen in this self-directed
work team help each other finish one car with less time.

Since self-directed work teams move the paint mixing station to be the first stage of
car number one, it can reduce time for the rest in this sample group. Paint mixing
repairman and rap repairmen started to do their jobs at the same time because those
stations did not rely on each other.

Self-directed work teams used rotation style to manage its member. Assemble repair
men helped rap repairmen at the rap station, so instead of spending three hourslikein
the traditional work, car number one in this self-directed work team used one and half
hour to complete the job. So, waiting time for car number two was less. Rap
repairmen had chance to start doing their work at car number two faster. Moreover,
assembly repairmen in car number one still had chance to help car number two at the
rap station because putty and painting station of car number one took around five
hours until it moved to the assemble station. So, assembly repairmen and rap
repairmen work well together in these self-directed work teams.




After finishing hisjob, paint mixing repairman moved to the painting station to help
the team members. Normally, painting was the process that the repairmen avoid
working fast because the color that is painted on the part surface will be damaged. But
the paint mixing repairman can switch his function to became a paint repairmen, soin
this self-directed work team, there is one more paint repairman included. Many paint
repairmen decreased working time in this station from four hours to two and half

hoursonly asseenin Table 4.2.

The only station that no other repairmen can help was the putty station. Working time
at this station was high because repair has to be done it by their own. This stage spent
three hours to complete the job. But once they finished their job, they can get help at
the rubbing and washing stations. So the working time for rubbing and washing
station is less because it has more repairmen to do the job.

Total working hours for each car did not fluctuate much because repairmen hel ped
each other. The highest number in this self-directed work team was waiting time for
car number five. At first, car number two had to wait one and half hour until it can
start at the rap station. Luckily that it had repairmen from the assembly station help in
this stage. Actually, the rap station does not require long time to it finish but this
occurred because of the accumulative waiting time since car number one to car
number four. The total working hour that every car spent at the rap station was car
number one; one and half hour, car number two; two hours, car number three; two

hours and car number four; one and half hours. The total was seven hours.

Thefirst car in self-directed work team went through repair step as mention in Table
4.2. If the repair men in some station finished their task then they can move to another
car in waiting queue. In the paint mixing station, it was not necessary to wait for the
first whole car done. It can start whenever team leaders placed ajob order. And in this
sample group, the team leader assigned it at the first step. It took only one and half
hour to finish. So, the painting repairmen will have the body color ready to complete
the job faster.



Besides, teams also used the rotation method, since in some stations, repair men can
help each other do the job. Once they finished their job, they can help other assembly
repairmen and rap repairmen. Thus repairmen will be occupied and have something to
do.

They do not have to waste their time waiting for one whole car done like in the
current operation. Thisis done step by step and is still aligned in the queue. Total
working hours per car in self-directed work teamsis car number one; twelve hours,
car number two; thirteen and half hours, car number three; fourteen and half hours,

car number four; sixteen hours and car number five; seventeen hours.

Total working time that is used in traditional work was around one hundred twenty
five and half hours (as collected from all cars) to complete five cars while in self-
directed work teams under the assignment and guideline of team leaders the time

spent around seventy three hours (as seen in Table 4.2).

Lead time in both sample groups was only half hour at rap station and not much
different. Every car started at the rap station then moved to the putty station
respectively. The good thing is when repairmen finished the rap stage at car number
one, they moved to car number two in the waiting queue, so this can move the flow
easily. Repair men had something to do and reduced the undone part waiting in the

gueue also.

Working time spent by the self-directed work teams was fifty two and half hoursless
than the current operation and equal to 42% reduction. Even though, the time in self-
directed work teams may not look like much, when considering the eighty to one

hundred or the whole number per month, it can create areduction in time.

The benefit that SS gained from self-directed work teams was less time to compl ete
the damaged cars and reduction in waiting time from one car to another car. Also,
repairmen perform efficiently due to the company's goal which motivation by reward
systems. Team leaders observed and made suggestion to the repairmen about their
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work so they can follow job orders and create the flow smoothly. Table 4.2 shows that

the team leader can use this as areference to decrease the company's problems.

4.4 Summary

Self — directed work teams increase the individual efficiency since the group work
together. The current operation problem isidentified and a way to reduce problems
that caused less efficiency of repairmen is solved. A team leader can be appointed to
make the working process better. Moreover, building motivation of employeesisalso

important. It can improve the relationship between SS and employees as well.

Repair men use their ability with more efficiency to create a piece of work. Good
teams can improve performance to reach the company's goal. Self — directed work
teams show the advantage that SS could achieve if company decided to apply it to the
repair men. Thus, this concept can fulfill company's need and helps to increase
productivity, customer satisfaction and increase rel ationship with the insurance

company.
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CHAPTER YV

SUMMARY FINDING, CONCLUSIONSAND
RECOMMENDATIONS

The expected results of the new team management were shown in the previous
chapter. This chapter provides three main parts of the results of team management
especialy in self-directed work teams on the improvement of performance of the
repairmen. Thefirst part is conclusion and discussion. The second part describes

managerial implication. The last part is the recommendation.

5.1 Conclusion and discussion

The purpose of this research isto eliminate the problem of delay services and
ineffective work force by applying the concept of team management especially in
self-directed work teams and to check the results. Repairmen seem to use less
capability in doing their jobs which affect the overall performance. So, it created
problemsin delay services which made the cumulative number of un-serviced cars

increased dramatically in each month.

Therefore, SS has a discussion with its employees about the problem and listens to
their suggestions and opinions. The company came up with building work
environment motivation to motivate all repairmen to give more support to the
company. Moreover, SS decided to set up ateam which is self-directed.

Self-directed work team concept was used to match with the repairmen's culture. The
idea and style of this concept can be applied to the repairmen behavior effectively. SS
followed the steps which started from asking for volunteers, devel oping the teams and
using the seven-step process for creating team performance. After applying self-
directed work teams, not only the working style of the repairmen changed but the

working time at each station reduced as well.
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New management uses team leaders which are important in self-directed work teams.
The team leader manages the work flow and supports team members unlike the
traditional work which just distributes the job. Self-directed work teams aso change
some station to shorten time of each car and help each other in some working stages
which is traditional work does not do. Traditional work follows six steps of the
repairing process without switching stations and does not have collaboration among
repairmen. They just finish one step and move to another step. In the traditional work
will start on the next car only when the previous one was done which uses longer time
than self-directed work teams. So, when looking at the results of traditional work and
comparing with self-directed work team result, it was found that SS can reduce the

working time by 43%

5.2 Theoretical Implications

The objective of this research isto understand and improve the repairmen behavior.
Repairmen play an important role in this business. Without them the company cannot
succeed or given best service to customers. The research shows that SS has chance to

improve the company's quality by using self-directed work teams.

To change repairmen’s behavior, SS has to ask and listen to their needs and opinions.
Thefirst step isto tell the company what can be done to keep repairmen pleased so
they are able to perform a good piece of work for the company. Repairmen are quite
hard to control. Building loyalty can align them to stay and work for SS. Self-directed
work teams may be hard to fit to all employees behavior but SStries to find the way

to motivate them and build a good work environment with reward systems.

The major theory of thisresearch isto apply self-directed work teams to repairmen for
change the ability in car repairing. This concept is able to make adifferencein
working time which is less than traditional work. The collaboration of repairmen after
applying self-directed work teams resulted in working time reduction. SS gained
benefit in using less time to complete one car.
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In summary, applying self-directed work teams has benefit for SS. SS can reduce the
working time this used to repair those damaged cars. When the waiting time from one
car to another car is reduced, then company has a chance to produce more. Moreover,

the number of pending carsin each week will aso reduce too.

5.3 Managerial Implications

Applying self-directed work teams creates a better work flow and reduction in
working time at SS. This concept |eads an improve work in the delay services.

The amount of reduced time in self-directed work teams was based on five cars only,
but if company applies this concept with every damaged car, then it can produce best
result. Not only SS gets benefits from this research, but repairmen too. Repairmen do
not have to handle so much work load asin the current operation. They can share jobs
and help each other and the relationship among team members increases. Besides, if

they perform agood job then they will get extra money from the company.

At present, competition in the automobile industry is very high. SS hasto please both
the insurance company and customers otherwise, the company cannot survivein this
business or could just make a little profit. This research expected to improve the
repairmen's culture to increase their efficiency and effectiveness because they are the

main people that make this business run.

5.4 Recommendations for Future Research

Self-directed work teams is not the only way to solve the problem at SS because can
manage the working processes of repairmen only. However, as accidents cannot be
predicted, the numbers of damaged cars vary. The company cannot forecast about
accidents because the number fluctuates. The limitation of this research is that

repairmen behavior could change due to many factors which SS under control such as
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laziness, absentation or quitting ajob without prior notice. All problems effect the

repair process and can create lead time for each car.

Moreover, the repairing process still has lead time in some steps. The process also
waits for new partsto arrive from suppliers. The repairing process needs to increase
improvement by eliminating that waste. Hence, future research should focus on lean
management which can reduce lead time which could increase the productivity in the

company.
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APPENDIX A

Damage Level

Slightly or little damage such as scratch on the color surface.

Some distort damage on car body. More serious than Al

Many distort damage on car body but no need to change.

Repair men can fix this damage.

Heavy damage on car parts or body which cannot fix it.
Company has to change the new one.
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