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FACILITATING AND IMPEDING FACTORS AFFECTING THE ACTIVATION OF
/' WORK IMPROVEMENT TEAMS IN GOVERNMENT AGENCIES

Angela C. ~gra
University of the'Philippines

The aim of the study was to determine the faciJiJating and impeding factors affecting the activation of Wqr~
ImprovementTeamsin governmentagencies.Those whichturnedou:to beposuively relatedto activationwerea)
involvement and visibility of management in WIT·related activities, b) presence of feedback mechanismsfor
managementand rankandfile regardingWITmatters,c) conductofsupportactiviiiesd) recognitionschemesand
e) rouiinetasksperformedbyteams.The impedingfactor to teamactivationwast1ul difficultyofteamsin identifying
problems/ideaswithintheiroperationalcontrol.

• Introduction

The Philippines has proven to be in constant
struggle to be at par with the rising economic
miracles of Asia during the last quarter of the
century.

Productivity experts of Asia see the Philip­
pines as the greatest disappointment in terms of
productivity growth as it chose to put its avail­
able resources in capital intensive industrializa­
tion instead of agriculture which led to low
growthrates, largeamountsof unemployed labor
and unequal income distribution during the
postwar period (Oshima, 1988).

In viewof this, the privatesectorhas initiated
efforts in improvingproductivityto finda secure
place in the competitivemarket.It recognizesits
role in improving performance to provide effi­
cient services to its clientele. Along with this is
the increasing pressure on the civil service to
respondeffectivelyto thedemandsof thepublic.

Concernforpublicsectorproductivitystarted
to gain groundas a result of Letterof Implemen­
tation No. 146 issued by former President Fer­
dinand Marcos dated February 7, 1984 for
greater involvement of all government in­
strumentalities in efforts at cost reduction and
maximumutilizationof resources.

In response to this, the Productivity and
Development Center of the Development
Academy of the Philippines, mandated to
promote and propagate productivity tech­
nologiesand techniquesin thevariouseconomic
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sectors, adapted the Work ImprovementTeams
(WIT)Approach.

The Work Improvement Teams Program in
the Philippines is patterned after the Japanese
Quality Control Circles. Work Improvement
Teams are small groups of employees from the
same unit which meet regularly to discuss ways
of improving the qualityof their services.These
involveproblemsor areas whichare within their
operational control and not those created for
thembyother groupsand issuesJre:atcd to incen­
tives and salaries.

The thrust of the present government is to
improve the quality of its services through the
maximization of its resoucesand the infusionof
a senseof public ethics and accountability in its
civilservants.Theseare reflectedin Administra­
tive Order No. 38 establishing the Government
Productivity Improvement Program (GPIJP).

The GPIP encourages the installation of the
Work Improvement Teams in all government
instrumentalities by virtueof GPIP Circular88­
1.It canbe inferredthatthegovernmentisspend­
ing a sizable amountof money in this endeavor.
While the program's proponents are confident
about the applicability of the concept to the
Philippine bureaucratic culture, no empirical
verification has been undertaken. A thorough
review of the programconcept vis-a-vis the ex­
isting attitudes and orientationsof the civil scr­
vantwouldprovideinformationon factorswhich
facilitate or impede the activation of Work Im­
provementTeams. Recommendations may then
be formulated to improve the program or serve
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as baseline data for the development of a more
suitable productivity intervention for govern­
ment

A. Objectives

The general objective of the study was ,to
determine the facilitating and impeding factors
affecting the activation of Work Improvement
Teams in government agencies.

Inresponseto theproblemposedbythestudy,
the specific objectives of the research were the
following: ' '

1. To trace the growthof WorkImprove­
ment Teamsin government agenciesin
the Philippines;'

2. To determinethe stateof activation of
Wor~ Improvement Teamsin govern-
ment agencies; ,

3. To determine the viewsof agencyheads,
supervisors and WIT members on WIT
activity;

4. To measureanddescribeWIT members'
attitudestowards WITactivity;

5. To determine factorswhichfacilitate and
impedeWIT activity;

6. To relateWIT members' perceptions to
degreeof WIT activation;

7. To determine and measurethe direct im­
provementoutcomes of theprogram; and

8. To propose an improved model for im­
plementation and sustenance of the pro­
gram.

B. ReviewofRelatedLiterature

Concernforpublicsectorproductivity is rela­
tivelynewas reflected in thedearthof empirical
investigations on the matter.

Apreliminary assessmentof theeffectiveness
of the WIT (QCC) program in a government
agency by Gapuz and Aguas (n.d.) revealed
favorable responses.from WIT members con­
cerning overall satisfaction as a result of WIT
activity, enhanced individual productivity and
ability to train co-employees on work improve­
ment.Anumberofproblems werealsoidentified
by therespondents regarding theimplementation
of WITactivities,namely: I) lackof supplies, 2)
ineffective leaders, 3) crowded'work area, 4)

, ~
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non-cooperation of some members, 5) lack of
time to work'on projects, 6) absenteeism and
tardiness of members and7) lackof mariagement
support.

An investigation co'nducted by Torres on
:Human Factors Affecting Productivity of the
Government'Worker (1989) yielded a .list of
Work Motivators in Governmentorganizations.
Thesearecompetency, controlandrelationships.
Further, Torres proposed steps to be taken to
enhance work performance and productivity
whichare supportive of QCC activity to design
suitablemeasures and interventions for improv­
ing publicservice.

C. Conceptual Framework

Activation of theWITprograminanyagency
concerns itselfwith the continuous performance '
of work improvement tasks within the structure
of the WIT. In concrete terms, the level of WIT
activation can be determined throughthe extent
by which work improvement activities are in
concordancewiththefeaturesandcharacteristics
,of the program, to include its flow of activities,
tools and techniques (e.g. check sheets, cause
and effectanalysis,flowcharts).

Thedegreeor levelof WIT activationcan be
approximated through thepresenceof indicators,
whichare: .

1. Theconductof regularWIT meetings
(e.g.once a week, twice a month);

2. Continuous development of work im­
provementprojects usingWIT tools and
techniques;

3. Presentation-of projectsto management;
4. Implementation of projects;and

, 5. Standardization of innovations.

D This research is basedon thepremisethat the
,levelof WITactivation is ascribed to the efforts
of all participants involved in, the program,
namely:Management officials,WITFacilitators
and members. Organizational, socio­
psychological and work-environment factors
characterize thenatureof theeffortsgiven to the
program. Further, the approaches used to imple­
ment the program and theWIT Conceptapplied
in the bureaucracy may affect the activation of
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FACfORS

Figure I. ConceptualFrameworkof the Study
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tests. information campaigns.
leadership trainings, regular
monitoring, etc.)

a.3 Recognition Scheme
•presence of awardls, citations and
memoranda from agency head, in­
corporation of WITparticipation in
performance evaluation scheme

a.4 Management Styles
o employee ratings on extent of
freedom given them in decision­
making regarding work-related
matters

a.SOrganizational structure
•employee ratings on extent of
decision-making and authority

b. Socio-Psychological Factors
b.l Employee Attitudes/perceptions

•measures of attitudes and extentof
WIT contribution to attainment of
goals

b.2 Growth and Career Advancement
Needs

•measures of employees'feelings
about the job. level of satisfaction
derived from it andaspirations

c. Work-EnvironmentFactors
c.l Natureof work

•employee reports of tasks per­
formed

c.2 Organizational Climate
o qualitative accounts of employee
morale, teamwork, goal clarity.
physical environment and com­
munication system through key in­
formants

d. WITConcept
measure of extentbyWhich WITs
operate within theprescribed framework
of theprogram andproblems en- '
countered in implementation

e.LevelofVVlTActivation
extentby which the following indicators
are presentin an agency:

•conduct of regularmeetings
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IImprove>-
Levelof imentOut-
WIT 'H comes
activatiori ; -Nalllre

: -Quantity

Work-Enviromnent '
• N8Illre of work
• Orgllllizalional climate

WIT Concept
(nature, features. and

mannerof implementa­
lim)

Orgllllizalional
Managerialsupport

• Managementstyles
• Suppot"Commiuee

involvement
• Recognitionscheme
• Orgllllizalional

structure

Socio-Psychological
Employeeattitudesl

- WIT
- Orgllllizalion

Growth and career
advancementneeds

To facilitate data collection and analysis of
the concepts understudy,the operationalization
of thesix majorconstructs are presented:

a Organizational factors
a I Managerial support

o frequency of attendance in recogni­
tionceremonies andprojectpresen­
tations

•provision of guidance
• immediate response toWITrecom­
mendations andprojects

•allocation ofseparatebudgetfor\he
program

•provision of adequate materials and
facilities forWITpurposes

•frequency of leadership change
a2 SupportCommittee Involvement

•presence of promotional, training
and evaluation activities (e.g. con-

the WITs. All these serve as inputs to the
framework. Figure I illustrates the conceptual
framework of the investigation.
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'continuous development of work
improvement projects using WIT
tools and techniques

, conduct of project presentations to
management

, implementation of projects
'standardization of projects
';conduct of support activities forthe
,.WIT program
, formatioriof new WITs

f. Improvement Outcomes
f.l Nature

'classification of projects into:
Methods improvement. records
management. improvement of
physical environment, preventive
maintenance of office equipment.
cost reduction. quality service and
improvmentofhuman relationships

, \ _, f.2 Quantity
, ' monetary savings.•
"reduced processing time
, number ofclient complaints

D. Methodology,'.

1.General Approaches

A variety of research techniques were
usedto gather data. Interviews werecon­
ducted with respondents from various
employee levels involved in theprogram.
namely: agency heads. supervisors. key

. informants and WIT members. To
facilitate the determination of WIT
members' attitudes toward WIT activityt .

self-administered questionnaires were
used, Relevant agency data were also
gathered through Secondary sources such .

, as monitoring reports and agency
brochures.

2. Sampling

.. Thesample for thestudy was obtained
using a' multi-stage procedure. The first
stage was the: development of a list of
agencies which formed WITs in theyears
1984. 1985,and 1986. Using thelist.con­
textdata wasgathered.
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The second stage was the purposive

selection of three'agencies falling under
. thelowest, moderate andhighest levels in

terms of WIT activation. This was done
through a screening procedure using nine
(9) agencies. all of which have formed
WITs in the years 1987, 1988 and.1989.
Theagency level wasdetermined through .
a scoring system reflecting the extentof
presence of thefollowing indicators:

a. Conduct of regular WITmeetings;
b. Continuous development of work

improvementprojects;
c. .Conduct of project presentations to

management;
d. Implementation of projects;
~. Standardization ofprojects; .
f. Conductofsupportactivities forthe

WITprogram
.g.'Formation of newWITs"-

.Interviews with the WIT coordinators
of the agencies were conducted to. gather
the information required. and each or­
ganization was scored and ranked using
theaforementioned scheme.

. From thethree agencies. a sample size
,of46 wasused, broken down into:

- 28 WIT members from 10% of total
number of WITs randomly selected
peragency .

.; 6 WITfacilitators (onefacilitator per
team)

- 3 agency heads or oneperagency
- 3 key informants/support committee
.. members Or oneperagency'
- 6 managers (onemanager per team). .. .

3. Instruments

_~our interview schedules were used.
oneforeachtypeof respondent (i.e. WIT
members. facilitators, agency head, key
informants/support committee members).
Thequestionnaire developed fortheinter­
view of 'workers in an earlierstudy of the
QCC Success Factors for industry (de
Jesus, 1987) wasusedas reference.
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Self-administered questionnaires were
given 10 WIT members and managers 10

assesstheformer's attitudes towards WIT
activity andfacilitating andimpeding con­
ditions affecting their WITs. The other
assessed theextentby which WITactivity
is viewed by the WIT members' super­
visor as contributory 10 the attainment of
departmental goals. Thesewerebasedon
questionnaires developed by Onglatco
(1988) in earlierstudies for industry.

4. Procedure

Datacollection wasdonein thesample
agencies fora totalof five days. A teamof
six trained research staff conducted the
interviews after obtaining clearance from
the agency heads. The interviews were
conducted at theworkplaces oftherespon­
dentsat their mostconvenient time, Each
interview took an average of 30 minutes
for all types of respondents. An extra30
minutes wereneeded bythewr:- members
toaccomplish theself-administered ques­
tionnaires afterthe interviews. Consisten­
cy of answers were done: through
cross-checks among the different
employee respondent levels. Further
validation was undertaken through an ex­
amination of monitoring and terminal
reports in DAP.

E. Data Analysis Scheme

Descriptive accounts of the following vari-
ablesweredonefor thesample agencies:

1. Management support 10WITactivity
2. Support Committee Involvement
3. Recognition Scheme
4. Organizational Climate
5. Applicability of theWITConcept
6. Outcomes of WITactivity

Testsofassociation wereundertaken 10assess
the influence of the follo wing variables to the
three activation levels (low, moderate, high).
Specifically, crosstabulations/Chi-Square tests
were used for variables 1,2 and 5 while the
Jonckheere Test for Ordered Alternatives was
usedfor variables 3 and4.
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1.WITmemberst attitudes
2. Impeding Factors
3. Growth andCareerAdvancement Needs
4. Jobsatisfaction
5. Tasktypes

F.Results

1.Factors Related to Activation

The results revealed Illlat of the eleven
factors expected 10be associated withac­
tivation of WITs, only the following
turned out10beactually related to thelevel
of teamactivation.

a) Involvement and visibility of
. Management in WIT-reLated ac­

tivities;
b) Presence of feedback mechanisms

formanagement and team members
regarding WITmatters

c) Conduct of support activities
d) Recognition scheme
e) Nature of work (routine vs. non­

routine)
f) Two of the perceived sources of

impediment in team activity, i.e,
Difficulty in coming up with
problems/ideas within team's con­
trol and indifference of supervisor
toWITactivity.

2. Factors with noEstablished Relationship
with Activation Datagathered that there
wasnorelationship between WITactiva­
tion and thefollowing variables:

a) Management Styles
b) Organizational Structure
c) Employee Attitudes towards WIT
d) Growth and Career Advancement

Needs
e) Organizational Climate

Among the nine possible sources of
impediment of team activity, the seven
sources which did not tum out 10 be sig­
nificantly related to activation are:

a) Insufficient timeforWITactivity
b) Insufficient knowledge on WIT

techniques andmethodology
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c) Strong pressure from supervisor
making it an uninteresting activity

d) WIT is only for Some deSignated
individuals

e) Absence of areliable evaluation
mechanism .

f) Lack of clear understanding of the
resultsof theactivity

g) Difficulty in gatheringdata while
, " ' working: ' ,

3. Perceptions on WIT '
.':.:. " .
.. ' A,great,majority of respondents com-

posed of agency heads, supervisors and
WIT members havepositive views on the

'. WIT concept For top management, WIT
activitywasabletomeettheirexpectations,
through the improvement of communica­
tion'and teamwork between and amongst'
employee levelsin the organization. Fur­
ther,WITwaseffective in theareas ofcost
reduction andwasteprevention.

" '

Most of, the supervisors interviewed
believe that' encouraging WIT as a ,
mechanism foremployeeparticipation can
bring benefits to the organization but
stressed thattheseactivities shouldbesup­
ported by management, When asked to
rate theeffectivity of WITinachieving its
objectives, supervisors from the agency
,with low and high activation levels con­
sider it as moderately effective but the
agencywithmoderateactivation considers
it to havebrought a very significant effect.
In the same manner, the Iatter considered
WIT, as very effective in achieving the
goals of hisdepartment while the former

, two agencles consider it 'as considerably
effective: ' ,

On th~WIT members' attitudetowards
WIT activity, 'results show that these

, employees endorse positive or pro-WIT
statements; , '.

Several problems weresurfaced by the
supervisors and WIT members regarding
the conduct of WIT actlvitles, It was

, surprising to find out that mostof the su-

,peivisors from the agency with the high
activation level feel that a .review of the
manner of program implementation

, Should be'undertaken .since team efforts
are ~ot oPtlmizOOin th~org~ization ..

• "t." •.

SomeWIT members perceive the' lack
'of, support rr,om managementttop and
middle), .team members, and co­

" employees as hindrances in theirworlc im­
provementefforts.

,Inresponse to theirconcerns, thesuper­
visors andWITmembers gaverecommen­
da~oJlS which,revolvedaround theareasof
visible supportfrom management, recog­
nition schemes and Involvement ,of more
~ployees, in theprogram. '

4. Outcomes ofWITActivity

. An attempt to determine the results
yielded by WIT' activities showed that
majority 'of'the 'projects undertaken by
WITs focused on methods improvement
arid cost reduction. It is quite unfortunate
that an accurate account of the tangible
benefits cannotbe obtaineddue to an ap­
parentlackof tracking mechanisms in the
agencies. The agency with inoderate ac­
'tivation level was the only one which

, provided theresearchers withupdated data
, on cost savings (P220,0Q0) and reduction
in processing time(50%).

Aside from tangible benefits, the
respondents also reported that they have
gainedimprovement awareness, workap­
preciation, social integration, sense ofpar­
ticipation, teamwork: and fulfillment of
higherorderneedsasa result of WIT ac-
tivity. . '

In sum, any effort to assess the effec­
tiveness of anyundertakingentaiIs an in­
quiryintotheextenttheprogramwasable
to meet'theexpectations of thoseinvolved
in it. A shared, percejJtion among all

, " .'respondents wasthat theprogram wasable
to meettheir expectations iii terms of ef­
feCting iliiprovementSiD theorganization.

. . . ." . ,\
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conducive fortheagency with highactiva­
tion. In terms of goal clarity, different
means areused by theorganization to dis­
seminate their agency goals.

With regard to theextent by which the
teams operate within the prescribed
framework of the WIT program, it was
found that all sample teams worked in
concordance with thesaidsystem. Further,
majority of theteams implement workim­
provement measures without keeping
track of the results these havegene.ated,
Respondents also expressed difficulty in
using data-based statistical tools and tech­
niques forproblem analysis.

WORK ENVIRONMENT
Task Tjpcs

bJtifte
On-!'OWine

Qimate' .

SOCI().PSYOIOLOGICAL

Attidudes
GrowthNeeds

WITCONCEJ7f
Sourceof Impediment

"Difficultyin identifying
problemswlin teams"contro
Supportor Supmvisor

ORGANIZATIONAL
Leve1 of Readiness

EmployeeCapability
Management Styles
Freedomgivento teams

Management Involvement
InteractionwIemployees
Visibility

SupportActivities
InfonnationExchange
RecognitionScheme

While a common response regarding .
expectations was expressed bytherespon­
dents, variations in terms of expected
results from theprogram surfaced.

On the agency head level, the major
area of concern was cost reduction and
waste prevention. Another wastheenhan­
cement of teamwork among different
employee levels through improved com­
munication.

Thesupervisors' expectations revolved
around the efficiency of the work units.
Tbesame.areawas thefocus of team mem­
bers in terms of expectations of WJT ac­
tivity. Theimprovement of work me-thods
andenhanced teamwork within units were
the key result areas identified by both
employee levels.

Itisfitting to note thatforallrespondent
levels, enhanced teamwork wasoneof the
expected outcomes of the program which
was satisfied as a resultof WIT activity.
However, there is no information on the
sustenance level for such an outcome
through time.

5. Commonalities Among Agencies

Among thesample agencies, themajor
points ofconcurrence arethemanagement
styles being practiced in their organiza­
tionsalongwith thestructure inwhich they
operate. Employees report that they are
encouraged to make decisions related to
their work. Therefore, participative
management is being practiced in the
agencies to a certain extent. Issues which
pertain to policies are the domain of
management.

Similar organizational climate charac­
teristics arepresent inthethreeagencies as
well. Key informant interview data show
thathighlevels of teamwork andefficient
communication systems arepresent in all
agencies. Onedifference camein thearea
of physical environment which wascon­
sidered conducive by the agencies with
lowandmoderate activation levels butnot

•
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G.ProposedWITActivation Model, '

Figure2 presents a model developed afterthe
investigation of the factors assumed tobe as­
sociatedwithWITactivation.. . ,

Thismodelisa refined version of theoriginal
conceptual framework, Itdiffers from the latter
becauseof.the following features:

, 'L idd~tionaivariables notoriginally in­
"eluded.intheconceptiJal framework

which.surfaced during thestudy;
2. Showsinterrelationships among thedif­

ferentvariables which are expected to af-
fectWIT activation; and ,

3. Showstheextentanddirection of relation­
" ship between variables and WIT activa­

tion.

Theboxeson the left sideof thefigure repre­
sent the mainclusters of factors expected to be
associated with WIT activation, namely: Or­
ganizational, work-environment, socio­
psychological and WIT Concept. Under these

, groupings are the specific variables observed to
be contributory to activation.

The arrows pn the right side of the figure
emanating from thevariables showtheirassocia­
tion with WIT activation. A bold arrowdepicts
an established relationship between a variable
andWIT activation. On theother~and, a broken
arrowrepresents no established relationship be-

\, tween the two.The positive and negative signs
showthedirection of the'relationship. :

'rhe arrows connecting the variables on the
left side ofthe'figureshow the Perceived inter­
relationships.among them '

1: Description of factors
a. Organizational
,'" The major factor observed to-in­

fluence the activation of WITs in an
agency is management involvement.
Thisrefersto theextentofparticipation
and visibility demonstrated by high
levelofficials inWIT-related activities.
Critical in this involvement is the

\, 46·

. \ .

presence of interaction withemployees
oand management regarding the pro­
,gram.' These'are ensured through the
'conduct of support activities, Keyper­
sonnel are mobilized to develop and

, implement strategies to facilitate infor­
mation exchange between various
employee -levels on wrr; These in­
dividuals ,are also tasked with im­
plementing a recognition scheme to
acknowledge the' contributions of
employees to the organization through
work improvement. This scheme
should be able to generatemore invol-'
vement from personnel ,in the agency. a

Another factor which may prove to
be contributory toactivation is thelevel
of readiness of theorganization for the
changes itwillundergoduringprogram
implementation. This is characterized
by the. existing capabilities uf
employees to learn problem solving.
toolsandtechniques' and applythemin .
their work areas. 'In "turn, existing
management stylesrefer to the manner
and extent by which agency officials
involve their-subordinates in decision­
making on areas related to their-tasks.
Along with this is the extent' of

"'freedom given tothese individuals"
by management to tackle work im­
.provement opportunities whichdirect­
ly affect them.

,boo WITConcept

Theactivation of teamsinanagency
is dependent on the degree by which
theycan operatewithin the prescribed
framework of the program. It is given
that teams can only tackleproblems or
work improvement opportunities'
within theiroperational control. There
is a possibility' that teams may ex-

, perience difficulty in identifying
problems of this kind consideringthe

,highlycentralized natureof operations
in thebureaucracy. Thismayserveasa

:" '-_.~
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source of impediment to thecontinuous
performance of WITactivities.

Thekindof support given bysuper­
visors to the teams may affect their
activation. Thisinvolves theamount of
freedom given to them in instituting
changes in their unit, provision of
guidance, logistical andmoral support.

c. Socio-Psychological

The employees' predisposition to
participate in work improvement ac­
tivities may influence their involve­
mentin theteams. Theirorientation on
the approach of WIT considers their
.attitudes towards theactivity and their
job. The continuous conduct of team
activities may be reflective of their
desire to improve themselves profes­
sionally through WIT.

d. Work Environment

The variables which compose this
factor are task types andorganizational
climate. Task types refer to the nature
ofwork activities performed byperson­
nelintheorganization. These appear to
contribute to the operationalization of
teams. Major classifications of tasks
are 1) routine which involve the

. repeated performance of tasks using a
prescribed method.and 2) non-routine
which donotrequire specific courses of
action.

The prevailing climate or physical
and emotional conditions with which
the teams operate may also influence
the continuous conduct of work im­
provement tasks.

2. Interrelationships Among Factors

It is evident that the factors shown in
the figure are not mutually exclusive.
There appears to be some form of inter­
relationship existing among them.

Theinterrelationship of thefactors pre­
viously mentioned suggest thatsynergism
(combined or cooperative action) may be

PhillpplneJournal of Psychology

required tomaximize employee participa..
tion inproductivity improvement efforts.

Before any change intervention is in­
stalled in an organization, it should be
ready for such. The WIT program
demands an alteration of the means by
which work iscarried out in theorganiza­
tion. Allindividuals in theagency, regard­
lessofemployee level, should beprepared
to copewith the transition from perform­
ing tasks using established systems and
procedures to participating in efforts to
constantly improve operations. WIT ac­
tivation may be largely dependent on the
level of readiness of the organization for
participative management. Employee
capability consisting or necessary
knowledge, skills and attitudes to solve
problems in their work area should be
present toensure continuous performance
of work improvement tasks.

Several features of me organization
should besupportive of these innovations.
Specifically, participative management
styles must bepracticed inall levels of the
organization. This is indicative of the ex­
tentof freedom given to the teams to ad­
dress areas which affect them and their
work. Management is tasked with inform­
ing the employees of the areas to tackle
and the corresponding limitations they
have. A very limited scope orareaofcon­
cern may permit theWITs toworkona few
projects, which may lead to inactivation
aflfr a period of time. The difficulty in
identifying problems OT improvement op­
portunities within thecontrol of teams has
proven to be a source of impediment to
WITactivation.

It may inferred from the data that the
effectiveness of WITwould lastlonger in
work groups performing routine tasks.
More opportunities or ideason work im­
provement may come from WITs which
follow established systems and proce­
dures. Again, there is a possibility that
teams would work onorganizationally sig-
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niticantproblemsduringtheinitial phases
but wouldrunout of ideasas timemoves

, .
( on. , .;,

, 'Management's critical role in the pro­
gram-was reinforced furtherby thestudy.
Data reveal that WIT activation strongly
depends on the authority figure in an or­
ganization. It is possible- that employees
associate the program with the leadership
and the full mobilization' of teams is a
result 'of· management's" involvement,
determination and vigilance in ensuring
continuous WITactivities, ' .

'. It is imperative thatinteraction bet~een '
_employees and higher layers ofmanage­
ment be present to reinforce the spirit of
partnership in productivity improvement.
Ev~ryone should recognize thatproduc­
tivity improvement is ashared respon­
sibility 'among all employee levels in the -
organization.' , .'

In the same manner, the supportgiven
by the teams' immediate supervisors may
affect theperformance of theWITs. They
,serveas thelinkbetween rankandfileand

, management:Assuch,theyshould assume
the. role of advisers or coaches who

, primarily assist the reams in theirefforts.
,Dataimplythatteams mayappreciate the
guidance of supervisors' but prefer low
control over theirWITactivities, '

These pre-requisites should be ad­
, ,,~ed by thesupport commiuees'groups
i.throughtheir activities. A feedbackor in­
'formation exchange mech~sm is an in­
c1iSpensablecomp(mer:ttofaw,ITprogram.

, This ~ amanifestation of management's
interest in the progress of WITs' and an
indirect means of .making WIT' activity
parr of the work performed by all in­

"dividuals of the organization.' Thisserves
as management's "instruction device" to

,'provide direction and'guidance to teams,
, reinforcing'~e '''spirito.fpartnership."

'Aside' from '\nte~actiqn, 'suPPort ac­
.tivities shouldbe able to generate and'
maintain employee interestin WIT.Con-

o

, tinuing efforts to sustain enthusiasm
'should be pursued through a variety of
activities designed to promote theprogram
in the agency, integrate the effortsof the
WITs,and facilitlte the expansion of the
program through information dissemina­
tion,capabilitybuilding andassessmentof

,projects. WITs are not,going to run by
themselves without follow-through ac-
tivities. ' '

, Sustained interestin,WITmaynotalso
he achieved ifmanagement's appreciation
for, contributions: is not felt by the

',employees.Management through thesup-
,port groups shouldimplement a recogni­
tion scheme -to. acknowledge WIT
contributions to the improvement of the ,

" organization. A form of recognition is 'the
" promptresponse of-management to team

suggestions andbffering fullexplanations
when ideas are rejected. Other forms of
recognition like citations, awards and

, I

monetary rewards seem to be sourcesof
motivation for teams to come up with

.result-Oriented projects.

Although the findings were notable to
establish relationships-between attitudes
towards:Wit and growth needs of team
members to the activation of teams in an
agency, a bigger sample size should be
used to accurately determine how,these'
orientations influence wr,r. Similarly,
bureaucratic climate characteristics

, should be matched with the program to
'ensure its success, On the agency level,
. thismatchingprocedure maybe usedas a

, means to assess the organization's levelof
readiness-for the program. It is therefore
n~essary to conduct an in-depth analysis
of thecli,m;ne,ofthe theagencies vis-a-vis
,WIT as a partici~tive. management tool.

3..Nature/Direction Qf Relationships

Thedatawasableto establish relation': '
shipsbetween several variables used in the:

, study and WIT activation. The variables
:,~hic,h provedto positively iri'fluence WIT

activation were: a) management involve-
. ~/
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menlo b) constant interaction of agency
officials with employees regarding WIT
activities, and management visibility.

Another factor which was found to be
positivelyassociated withactivation is the
conductof supportactivities. Specifically,
these activities should focus on the
facilitation of information exchange be­
tween management and rank and file
regarding WIT. Likewise, a recognition
scheme must be implemented to en­
courage more participation and involve­
ment in theprogram.

It was also gathered that teams which
performroutine tasks would tend to have
higher activation levels. In tum, tasks
which are non-routine negatively affect
WITactivation. Thismaybereinforced by
the observation that difficulty in identify­
ing problems within the control of teams
serveas a hindrance to WITactivation.

Therewerevariables in thestudywhich
failed to establish relationships withWIT
activation. It is in this light that more ex­
iensivestudiesbe undertaken todetermine
its influenceon activation using a bigger
sample size and in-depth analysis for a
more accurate judgment. These are: a)
employee attitudes towards WIT, b)
Growthand career advancement needs of
personnel, c) support of supervisor to
WITs,and d) organizational climate.

A significant observation which sur­
faced during the course of the study was
the seeming association between the
organization's level of readiness for WIT
installation and activation. In the same
manner, it is also suggested that a valida­
tion of suchan observation be undertaken
in future researches.

Findingsshow that teams werenot af­
fected greatly by the other sources of im­
pedimentsassumed in the study, namely:
insufficient time; knowledge about WIT
and itsresults;strongpressurefrom super­
visor; difficulty in data gathering and ab­
senceof a reliableevaluation mechanism.
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It is difficult to conclude that WIT ac­
tivity has significantly enhanced the
productivity of the organization. The lack
of documentation and cost-benefit
analyses make it hard to determine the
impactof sucha program.

It is interesting to note that theabsence
of a reliablemechanism is not seen as an
impediment to WIT activity. ntis shows
the seeming lack of importance given by
the agencies in analyzing the costs and
benefits of the undertaking. It was ob­
served that no evaluation mechanism for
the program in two agencies (low and
high) existed even if it entailed a big
amountof money forprogram installation.
In effect, this orientation is sharedby the
employees. Although the expectations of
thoseinvolved in theprogram weresaid to
be met, a more substantive assessment
couldbemadewithmoresolidevidence.

Additional benefits seen as intangible
outcomes of WIT activitywere improved
communication between employees and
managers, enhanced problem-solving and
leadership skills, work appreciation and
socialintegration. WITactivity,therefore,
may not only be a mechanism to improve
productivity but also morale. These are
testimonies matgovernment hasstarted to
tap the potentials of employees and pro­
videopportunites toactivelyparticipate in
strengthening thecivilservice. It shouldbe
recognized that thesewerebasedon recall
and reflect a bias on reporting successes,
not failures.

The findings of this study pose a great
challengeto those who are determined to
assist thegovernment sector in improving
the delivery of services to the public. It
would require a more thorough examina­
tion of the features of the bureaucracy in
linewithproviding meidealorganization­
al scenariofor teamsto thriveandproduce
results.
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