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In the midst of widespread discouraging news
on the American business pages, Fastener Indus-
tries, Bliss-Salem, Republic Engineered Steels,
Will-Burt, and Wright Tool have all recently earned
awards of excellence.

Each of the respective awards was based on
company performance as measured by a different
yardstick. According to the companies, employee
ownership and participation have played a impor-
tant role in their success. This notion is supported
by numerous studies, including a 1986 GAO report,
which suggest that the combination of significant
ownership with genuine participation can lead
ESOP companies to higher productivity and profit-
ability. All five companies are making efforts to
design and to implement systems that enhance

ES

communications and teamwork.

Excellence in participation at Fastener

Fastener Industries won the 1991 Global Award for
Value-Based Management. This award was presented by
the Center for Economic and Social Justice (CESJ) of
Washington, DC. According to Norm Kurland, CESJ Pres-
ident, award winners serve as practical models to the global
business community of how justice at the workplace can be
combined with excellence in the marketplace.

Employee owners at Fastener are proud of this Global
Award, as Rich Biernacki, the President and CEO of
Fastener, explained. "We did this together; it's nice to get
recognized for what we do." The award was presented in
Rome at a series of special events, which included an au-
dience with Pope John Paul Il. The Pope, a former
quarryman and chemical factory worker, has been a long-
time supporter of worker-ownership initiatives.

“Fastener Industries is a very democratic company...
the CEOQ is elected each year by the Board of Directors and
members of the Board of Directors are directly elected each
year by the employee owners of Fastener. Fastener struc-
tures the power relationships so that the power of owner-
ship extends down to the shop floor," stated Kurland.

Export growth at Bliss-Salem

The Excellence in Exporting Award, the Governor of
Ohio’s "E" Award, was won by Bliss-Salem for the small
manufacturing category. The competition was sponsored
by the International Trade Division of the Ohio Department
of Development.
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Rich Biernacki receives the CESJ Award in Rome

From 1990 to 1991, Bliss-Salem’s export sales grew
from $891,000 (2.5 percent of total sales) to $9,975,000
(21.2 percent); the number of jobs attributable to export
sales increased from fifteen to 71. Sixty percent of the
company’s exported products are made in Ohio.

Mike Zugay, CEO and President, felt that employee
ownership had helped Bliss to win the award. "Our com-
pany has been dealt some tough cards to play in the game
of business survival today. We have old, antiquated facili-
ties. We produce for the steel industry which is depressed,
or you might say, dying. With our ESOP we don’t have
deep pockets, nor do we have a parent company to support
us through the rough times," he explained. "Our trump
card continues to be the people of this company. The peo-
ple here are talented, are knowledgeable about our cus-
tomers, and, as a team, we overcome the other
shortcomings. Without a doubt, the cooperation and
communication between individuals and departments is
comparably better than it was prior to our ESOP. The
ESOP helped foster these team relationships. The majority
of the people here make the extra effort and do whatever it
takes."

Will-Burt: the comeback company

The Will-Burt Company was recognized nationally as a
Blue-Chip Enterprise, one of four Ohio companies among
200 US businesses singled out by the United States
Chamber of Commerce. The award specifically honors
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small companies that have demonstrated a successful
turnaround.

An ESOP company since 1985 when action was taken
to avert a liquidation by the previous owners, Will-Burt has
launched numerous successful innovations in its pro-
duction and quality to offset its pre-ESOP losses. Led by
company president, Harry Featherstone, the company has
invested heavily in workplace education through course
work in math, blueprint reading, statistical process control,
and a two-year, cross-training program called the "Mini
MBA."

According to Featherstone "being an ESOP made a
difference, but not at first. People were suspicious. It took
about two years for people to understand the value of these
investments -- both the ESOP and the educational pro-
grams. After this initial period of apprehension about the
changes, enthusiasm grew and created the high levels of
leadership and participation needed to effect a turnaround.”

Labor-management cooperation at Republic

Republic Engineered Steels of Massillon won the U.S.
Department of Labor's (DOL) LIFT Award last September.
The LIFT or "Labor Investing For Tomorrow" Award, honors
creative solutions to today’s labor-management challenges.
A joint committee of union officials, salaried employees, and
corporate officers developed the new management concept
which won the award.

With the new system, Republic’s 4700 employee-
owners participate in company management through a se-
ries of crew, department, plant, and corporate meetings
designed to integrate all eight plants in five states into the
problem-solving process. At formal presentation ceremo-
nies held in Washington, DC, Bill Lynn, President of USWA
local 1200, stated that "through information sharing, team-
work, and maximizing opportunities for full employee par-
ticipation in running the business, union-management
relations will improve." Republic’s CEO and President

Russ Maier added that "the award is high tribute to the men
and women who make up our company. This new man-
agement style, coupled with our comprehensive ESOP ed-
ucation program, permits all employee owners to make
meaningful contributions to the company’s future suc-
cess."

Team excellence at Wright Tool

Wright Tool Company was the winner of the Award for
Team Excellence in Manufacturing sponsored by the Ohio
Manufacturers Association (OMA).

Wright Tool's SQUID (Special Quality Unified Improve-
ment and Development) team, entered the competition in
the small manufacturing division against teams represent-
ing thirty-one other companies. The competition was based
on each team’s performance in solving a real-life workplace
problem. The team members -- Bill Novak, Ron Ferre, John
Whitt, and Forge Supervisor Clayton Wilson -- used a five-
step process of problem analysis, solution selection. test-
ing, evaluation, and implementation.

The SQUID team was required to make a thirty-minute
oral presentation during the final competition. Highlighting
their efforts toward manufacturing improvements in a tool
product, the team explained how, through teamwork and
innovation, the company has been able to reduce down-
time, tooling cost, rework, and scrap, and also improve the
visual appearance and durability of the product. Another
benefit was the improved cohesiveness of the group work-
ing on the project.

Does employee ownership encourage excellence? |t
has at Fastener Industries, Bliss-Salem, Will-Burt, Repub-
lic Engineered Steels, and Wright Tool. Each company, in
its own way, is striving to change and to improve within
unique and often challenging circumstances. In all the
companies, however, the financial incentives of ownership
have been combined with improved teamwork and partic-
ipation to produce an award-winning performance.
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MAKING BETTER DECISIONS: EMPLOYEE PARTICIPATION AT REUTHER MOLD

Working at Reuther Mold and Manufacturing, as the
employee owners will tell you, is "different." If you have an
idea for a change, you can offer it to a "Task Force"; if you
sit on the “"Worker Owner Committee," you can argue
company policy; and if you ask, the company president will
tell you anything you want to know. It is a little hard to take
it all in at first. The company is only 30 percent employee
owned, but by demonstrating commitment to employee-
owner participation, it has become the kind of place where
employee owners will make the extra effort to get involved.

Founded in 1950, Reuther Mold and Manufacturing was
a traditional, family-owned business, both autocratic and
paternalistic, where employees were expected simply to
come in on time, to work hard, and to do exactly as they
were told. Second generation owner and company presi-
dent Karl A. A. Reuther, however, is a firm believer in
participative management. Reasoning that employees who
are "involved" in their work will be more conscientious and
efficient, and will share their input -- all of which can give a
company an extra edge on the competition -- he exper-
imented with quality circles, profit sharing, and other inno-
vations. Still, as he put it, "there was always some
ingredient missing."

In 1987, while looking for a practical way to settle his
father’'s estate, Reuther decided that the tax breaks from
creating an Employee Stock Ownership Plan (ESOP) might
be the answer. He made employees shareholders, gambl-
ing that ownership was that "missing ingredient." In 1990,
the ESOP purchased additional stock, making Reuther 30
percent employee owned. ESOP stock is allocated in a
unique way: 30 percent evenly, and 70 percent according
to W-2 earnings, and all employees are included in the
ESOP.

Family control blended with employee ownership

In some ways, Reuther Mold remains a fairly traditional,
family-controlled company. Karl A. A. Reuther, known to
Reuther Mold employee owners as "Karl," is company
president as well as the largest stockholder. He retains final
say on all corporate decisions. His oldest son and heir ap-
parent, Karl Reuther (known as Karl Il), manages some of
the company divisions, and youngest son Keith Reuther is
a supervisor. Yet Karl has gene to great lengths to bring the
employee owners into the decision-making process.

To expand the notion of "employee ownership" beyond
simply having employees as stockholders, Karl has worked
to find ways to make employees act and feel like owners.
Reuther Mold has provided both financial rewards and new
channels for participation. Since, to some workers, stock
ownership alone can mean little more than a piece of paper,
Reuther Mold has instituted a short-term reward system, its
"Owner Share Bonus." Every four months, the Owner
Share Bonus, extra cash up to 20 percent of company pro-
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fits, is distributed to employees. Employee owner Mike
Reiheld thinks this bonus is important, "you can tell some-
one they’re going to benefit, but until you put that bonus
check into their pocket...."

Participation at Reuther Mold

Most of the employee-owner participation at Reuther
Mold is focused in a network of about fifteen committees
and "task forces" which explore problems and suggestions,
and develop recommendations for senior management. As
Keith Reuther explains, “culture grows over time. You
couldn’t have walked into our company and set this up right
away -- the committees wouldn't have had any credibility."
Accordingly, this system was organized completely from
within the company, and in the first five years has remained
very fluid. Employee owner John McQuaid explains, "you
have your good points and your bad points -- the nice thing
about it is that the bad points can be changed."

Roughly half of Reuther's workforce sits on at least one
committee at any given time. Participants are volunteers,
except for those on the Worker Owner Committee whose
members are elected. Participation groups generally in-
volve eight-to-ten people, and meetings are held about
once a month on company time.

Before Karl used to come in and tell us what
he was going to do. Now we tell him what
we want to do.

-- Reuther Mold employee owner

Committees and task forces include shop-floor workers,
salaried workers, and representation from management.
Employee owners have found this mix beneficial because
it includes the whole range of viewpoints and adds credibil-
ity to group decisions. Machinist and ESOP Committee
member David Herman explains, "you need a mix of people
on committees or people end up pointing fingers." With
representatives from different areas of the shop floor as well
as the salaried workforce, participants know that the infor-
mation the groups act on is accurate from both perspec-
tives. This allows Reuther Mold to take advantage of the
specialized knowledge that employee owners have about
their different jobs.

The Worker Owner Committee is in charge of employ-
ment policy outside of the ESOP. When, for example, em-

- ployee owners wanted more one-day vacations, committee

members worked out the new policy and Karl approved it.
While Karl retains final say, disagreements are negotiated,
and all parties work toward a middle ground. As one em-
ployee owner described it, "before, Karl used to come in
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