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A PLAN FOR TRANSFORMATION: INTEGRITY PROCESS 

Mark A. Bartkoski, Integrity Development Consultants, Zanesville, OH 

 

Introduction 

Today’s surviving companies are being pushed to a 

heightened level of excellence due to market changes. 

Therefore, new business strategies must be explored. This 

paper offers a sequenced plan to retool, empower, and 

organize the entire team for a common goal. Integrity 

Process is an operating system that is very comprehensive 

and is integrated in every part of the business. It relies on a 

detailed prevention concept intertwined with accountability 

that produces individual efficiencies and team 

effectiveness. Integrity Process focuses on the importance 

between working from commitment motives versus 

compliance fears. The results are balanced in priority and 

truly yield a win-win for the owners, management, 

workforce, and the community.  

Integrity Process can and is being used in any industry 

that is challenged to optimize the relationship between 

people and process. 

The Corporate Plan 

Differing from President Lincoln’s address, “All mines 

are not created equal.” A complete study of history, labor, 

management, geology, economics, …. must be reviewed to 

develop a comprehensive business plan. The market 

atmosphere and the owners business requirements must also 

be considered. Five areas must be addressed concurrently, 

and yet each must have a well-timed maturation. The first is 

Asset Allocation. This involves reserves, support 

infrastructure, site facilities, and equipment. The mining 

system, or industrial process of choice, is also incorporated 

as it marries all the assets. 

The second area is Personnel Placement. The most 

effective placement of management and workforce 

personnel is commonly an under-prioritized key. The 

team’s potential is defined in these pairings, yet most focus 

is placed on singularly filling the management 

organizational chart and crew manning schedules. The other 

neglected facet is the valuing of an individual’s character. 

We too often select and position from short term skill fits, 

not long term aptitudes, personal values, and attitude. A 

Warren Buffet quote, “In looking for your people, search 

for three qualities, integrity, intelligence, and energy. And if 

they don’t have the first one, the other two will kill you”, 

reminds us of the importance of character. This emphasis 

has spun the following motto, “integrity of character yields 

integrity of process.”  

The third area to be addressed is Operating Style. This 

style has a huge impact on efficiency and thus economic 

results. To maximize its effect, corporate direction must 

weigh-in to ensure an acceptable standard is set. Workforce 

buy-in and a teamwork attitude must be achieved. One of 

the most successful, engaging management styles is servant 

leadership. Remember, our people will not commit to the 

program, until they sign-in to the leader. When we lead 

from within and in support of, they become part of the 

solution. If we are willing to flip the common 

organizational chart as illustrated in Figure 1, then ME 

becomes WE and a team is born. 

 

 
Figure 1. Upsetting of the common organizational chart. 

Harnessing the team is exciting, as their outcomes have 

expansive possibilities. The leader works to build and 

motivate personal efficiencies, while the managerial side of 

us unites the team to generate optimum effectiveness. When 

it comes together, it can reap exponential returns. 

The fourth area is the Motivation for Transformation. If 

we have sold our audience on the need for change, we start 

the path to commitment. If we threaten and mandate their 

participation, we may get their compliance but we will fail 

to receive their loyalty and heart. As the Figure 2 depicts, 

both styles have different time frames and potentials. 

With respect to time, experience has shown the 

compliant approach usually gets a quicker response, but 

levels off. Since the committed path must first earn trust 

and gain understanding, the slower start is not usually 
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overcome until between the first and the second year of 

implementation. 

 

 
Figure 2. Motivation styles time frames. 

If you choose the committed transformation, it is truly 

an operation life change. The potential security earned is 

huge, and it will be a dynamic, breathing, evolving 

operating style. There will be ruts veering left and right, but 

for your team there is a best path. Once momentum is 

started, the steering needs to be constant but probably not 

dramatic. Holding on to your values and minimally altering 

your course as new obstacles appear, will be the 

management duties. The gamble with the committed 

approach is that if you do not stay engaged and sincere, the 

workforce will feel betrayed, and ground will be lost. As 

trust erodes, it will be harder to regain previous levels. The 

compliant attack is based on requirements and rules, thus its 

longevity relies on enforcement and is usually fear 

controlled. Both strategies work, so take an honest 

assessment of your business plan, management beliefs, and 

expectations, and then chart your course. 

The final area to be addressed is the Business 

Operating Plan. Tying the first four areas together and 

providing the structure for process development is the 

missing link most struggle to achieve. After a career of 

study and working with numerous operational crisis’, a list 

of Corporate Transformation Downfalls have been 

delineated and offered in Appendix A. Of all the pitfalls 

found, the largest was the corporate failure to unite the 

owners, management, workforce, and the community under 

a common goal and plan. Settling on a universal goal of 

SECURITY is the only win-win. When operation security 

is earned, everyone wins.  

Developing Integrity Process 

Holding that criteria foremost and relying on over a 

dozen transformation techniques and tools, Integrity 

Process (IP) was created. The procedural structure is called 

the MVP Plan and shown in Figure 3. We layout the 

foundational Mission Statement first. Upon that, we agree 

and covenant on our Values. With this base, we become 

invincible. Without it, we self-destruct. If our personnel 

cannot fully support and engage on these tenants, our high 

standards cannot be upheld. To protect our house, the 

whole team must pull together. 

 
Figure 3. MVP procedural structure. 

 

An example of a value list is included: 

1. Safety – is the uncompromisable value. It is a basic 

requirement in every decision, it’s not a choice. Since 

most people believe they are bulletproof, commonly it 

is most successful to view safety as a team effort and a 

needed commitment. 

2. Prevention – is the belief that eliminating all types of 

losses, injury, violations, downtime, rework, and waste, 

results in high efficiency and eventually security. The 

tenants are more fully explained in Appendix B. 

3. Teamwork – is achievable when everyone is committed 

to the common goal of operational security. We all 

have to focus on ways to improve efficiency in our 

area, and that includes outside our immediate 

department. 

4. Mutual Respect – is the building block for relationships 

and trust. It is showing sincere appreciation for each 

other and valuing everyone as a key part of the team. 

Utilizing employee’s input is a strong sign of respect 

and fosters the best ideas, buy-in, and morale. Even our 

differences can be a strength if we honor each other 

and value diversity. Staying pro-active with our 

employee relations is of paramount importance. 

5. Communication – is the vital link between all members 

of the team, and the coordinated movement from today 

to our victories of tomorrow. A detailed Corporate 

Communication Plan is offered in Table 1. 

6. Training – is an important facet of individual and 

business development. It is not only a key to employee 

empowerment, but it is also critical for intelligent 

decision-making and process refinement. A 

comprehensive training layout is in Appendix C. 
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7. Accountability – is the acceptance of responsibility for 

your actions and circle of influence. We are also 

charged to continue expanding our influence area and 

responsibility scope. 

8. Continuous Process Improvement – challenges each of 

us to keep looking for the most efficient (safest and 

productive) way possible. One must realize it’s a multi-

priority journey, not a single factor destination. The 

continuous refining of Best Practices (BP’s) earns 

security. 

9. Reverence – is the action of honoring our God for our 

opportunities, giftings, protection, and His wisdom. We 

will respect each other’s definition of God but we will 

not apologize and be trampled for our forefathers’ 

beliefs. We will make a moral statement to our families 

and in the community. We will proudly let those values 

permeate every facet of our life. 

Table 1. Corporate Communication Plan. 

Communication Method Frequency 

Open Door Policy On-going 

Bulletin Board Updates On-going 

COO/Supt Communication Meeting Weekly 

Supt/Mgr Communication Meeting Weekly 

Mgr/Crew Communication Meeting Weekly 

Supt/Crew Communication Meeting Monthly 

Suggestion Box Q&A Monthly 

Kaizen Ideas Input/Response Monthly 

Action Teams Notes Monthly 

Employee Efficiency Surveys Monthly 

Key Performance Indicator Charting Monthly 

Loss Grams (posted Incident Reports) As occurs 

Business Workshops Quarterly 

Company Newsletter Quarterly 

Employee Development Programs Annually 

Employee Input Surveys (sent to everyone’s 

home) 

Annually 

 

All the values are critically important and inter-

personally related. The first two, Safety and Prevention, are 

the rocks on which our beliefs are built. Another 

combination, Communication and Accountability, have a 

unique relationship in the Integrity Process. To totally 

empower an employee, information has to be shared. At the 

heart of the business communication must be the 

development of common ground with respect to economics. 

If we teach basic operation economics and generate 

accepted cost/loss standards, we are arming our people to 

not only understand the gravity of losses but also why we 

need to be pro-active. Treat them like an equal business 

partner and they will join in earning the team’s security. 

The accountability goal is they will be committed to do it 

right, even when they are not told what to do. To drive to 

the details, we need to give our people operation specific 

examples. With respect to safety, Appendix D can be used. 

To generate a cost of loss on production issues, a low coal 

continuous miner example was worked up in Table 2. Since 

every operation is different, the effecting assumptions will 

yield uniquely individual results and thus these examples 

must be customized. If you want your people to be engaged 

in the solution, they must understand the order of 

magnitude of the loss. The author’s experience shows this 

initial phase of communicating and building the foundation 

takes at least 6 months to be integrated into the operations 

fabric and culture. 

Building the Process Pillars 

Once the foundational Mission Statement and Values 

are in place and their maturing phase well underway, 

attention migrates to the Process. The Process is defined as 

a tool bag of management techniques, systems, and/or 

programs that help improve system efficiency (and thus 

security). To facilitate an organized address, the tool bag is 

loaded with supporting procedures. Three tool bags have 

been assembled and are called Process Pillars. Initially the 

operation should pick one of the Pillars that appears to be 

the easiest to implement. As proficiency is gained, the 

second Pillar may then be added. The eventual plan is to 

operate with all three Process Pillar groups functioning, but 

commonly that takes a couple of years to achieve. Many 

companies introduce a decent development plan but fail to 

gain input and buy-in, realize poor implementation, and do 

not adequately modify and monitor the resulting progress. 

Each pillar incorporates the needed balance and is based on 

three Principles of Process (see Figure 4). 

 

 
Figure 4. Principles of Process illustration. 

 

It is a perpetual motion, a journey toward continuous 

improvement. The first step is to Gather Information. We 

need employee input, condition notes, equipment 

information, situation reports, analysis results, kaizen ideas, 

meeting suggestions, and survey comments. As specific 

gathering tools are created, the team must be trained to 

report and collect the data, and provide a check and balance 
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plan to assure everything is tracked. 

The second step is to Refine Process. Almost every 

piece of information gathered suggests a change, repair, or 

preventative measure. An improvement plan will be devised 

that will prioritize, assign responsible parties, and follow-

up. 

The third step is to Monitor Results. Most positive 

changes result in some good and a little bad. We must setup 

data analysis system to track and trend macro and micro 

performance results. The results will then be measured 

against percent improvements from the past and variances 

to the average. The Gather Information, Refine Process, and 

Monitor Results System compliments progress and feeds on 

the follow-up. 

Each Pillar is built from various tools or techniques 

that support the sequenced steps. Their makeup is shown in 

Figures 5, 6, and 7. 

 

 

 

 
 

Figure 5. Process Pillar I. 

Table 2. Cost of Loss – Production: A Sample Section.* 
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Figure 6. Process Pillar II. 

 

 
Figure 7. Process Pillar III. 
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The overall master plan for the Integrity Process is offered 

in Figure 8. 

                     Further Detail 

To aid in the future development of Integrity Process 

and provide teaching materials, a book entitled Building 

Integrity has been written, and its sequel Refining Integrity 

is being completed. Information on the Integrity Series can 

be obtained at www.integritydevelopment.us 

Summary 

Diligent study of an operation’s past, future challenges, 

and the required business criteria, sets the groundwork from 

which to build. Customizing a Transformation Plan with 

that information, within the methodology presented, creates 

a balanced operating system. A system that is well 

structured with the MVP Plan (Mission-Values-Process), 

process principled through the GRM Steps (Gather 

Information- Refine Process- Monitor Results), and servant 

leadership directed, is poised to yield strong results and 

earn security. This new operating system called Integrity 

Process, offers an empowering position and elevated 

accountability to each member of the team. Integrity 

Process thus becomes the vehicle to unite us in purpose, 

directs focus, refines the process, monitors the results, and 

collectively tools us to lead the field. 

Biography of Author 

Mark A. Bartkoski, P.E. holds a BS and MS in Mining 

Engineering from Virginia Tech. His 33 year career has 

been multi-faceted, but the last 25 years have primarily 

been focused on company rebuilds along with underground 

and surface mining operation greenfields. He has also 

participated in over 40 property evaluation studies and 

completed numerous efficiency and process improvement 

consulting projects both domestically and abroad. 

 

 

 

 

 

 

Figure 8. Integrity Process Flow Chart. 

 

http://www.integritydevelopment.us/
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Appendix A 

Corporate Transformation Downfalls 

1. Not establishing a common corporate goal between the 

owners, management, workforce, and community. 

2. Failing to paint a vivid picture of “Where we are 

going,” and “How we are going to get there?” 

3. Incompletely uniting behind common principles (i.e., 

foundational values). 

4. Working under an unbalanced agenda (i.e., safety is 

our main goal). Efficiency must be our main goal, with 

efficiency defined as maximized safety with optimized 

productivity. Safety is considered to be an 

uncompromisable core value. 

5. Incompatible leadership style to the company values. 

6. Failure of senior management to visibly lead and 

support the charge. An outside change agent can only 

work as a facilitator.  

7. A change facilitator is not seen long-term, sincere, 

and/or trust-worthy. 

8. Not ensuring middle and first line management is 

100% selling and supporting the change. 

9. Not presenting the Plan from the employees’ 

perspective. 

10. Failing to develop a two-way Communication Plan. 

11. Not developing the Plan in a uniform manner (i.e. 

shotgun start), thus the team sees inconsistencies in 

expectation from the beginning.  

12. Operating under a canned program. Failure to 

customize the process from the operation’s history, 

growth needs, and management/workforce personality 

will deliver a company short of their potential. 

13. Use of a weakly structured and poorly monitored 

operating plan. 

14. Poorly planning out the transformation plan (timing is 

critical). 

15. Incomplete follow-up made on employee suggestions 

and corporate promises. Trust in management is lost. 

16. The change process was not continually refined and 

updated. Change is not a static event, it must be 

dynamically orchestrated. 

17. Uncontrolled management politics undercuts the 

common vision and foundational values. 

18. Not sharing accountability at all levels of the operating 

team. 

19. Poorly utilizing assets, equipment, and technology. 

20. Incorrectly positioning of personnel (management and 

workforce). 

 

 

 

 

Appendix B 

Prevention Tenants 

1. Focusing on preventing all losses (injury, violation, 

downtime, rework, and waste) results in balanced 

success and earned security. 

2. Reducing losses is a win-win for everyone. 

3. Prevention must be the attitude and a foundational 

value. Empowerment and accountability are the fuel. 

4. 80% of the losses come from the same repeating issues, 

processes, and/or people.  

5. Solving only the symptom results in reoccurrence, and 

thus, until the root is eradicated, a loss will repeat. 

6. Safety, productivity, and quality are the result of 

prevention; it’s doing a job right. 

7. The first focus after a loss is to identify the root cause. 

The second is to at least immobilize the root cause 

from reoccurrence and any safety repercussion until a 

full repair can be made. The third priority is to address 

the symptom, temporarily and eventually permanently. 

The fourth parallel focus is to utilize the downtime on 

other loss prevention projects. 

8. Proactively searching for the next bottleneck is the next 

order of business, after a loss. 

9. The company’s total commitment to preventing 

injuries proves the value they put on their people. 

10. At risk behavior is the ultimate enemy. 

11. A loss is the result of an unaddressed or lingering 

problem.  

12. Everyone is responsible to keep trying to expand their 

circle of influence.  

13. “That is not my job,” is a quote from an undependable 

and failing business partner. 

14. Prevention protects efficiency, which is defined as 

maximized safety with optimized productivity at a 

minimized cost per unit sold. 

15. The initial step in a prevention process is always a 

thorough employee inspection. 

16. Looking pro-actively for potential issues is not 

normally the natural step, reacting after the loss is 

usually the norm. 

17. Prevention is a state-of-mind, before it’s an action. 

18. The value of openly monitoring extra concern areas 

far exceeds the negative consequences from 

compliance agencies. 

19. Minor losses eventually lead to major losses. 

20. The result of an incident could be a loss in any one or a 

combination of the loss categories (injury, violation, 

downtime, rework, or waste.) 

21. Best Practices must be developed and upgraded with a 

thorough understanding of the cost of loss. 

22. Every employee is a standing member of the Safety 

Department. 
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Appendix C 

Training Layout 

I. Focus areas: 

1. Prevention (Types of Loss, Flow Analysis, Root 

Cause, Risk Analysis, Prevention Techniques, 

Accountability). 

2. Skills (Mining Principles, Best Practices, Basic 

Maint/Servicing, Technical Areas, Time Mgt., 

Communication, Management/Leadership). 

3. Business (Mine Economics, Cost of Loss, Market 

Issues, Absenteeism Effects). 

4. Teamwork (Attitude, Intra-department Effects, 

Motivation, Cross Training). 

5. Problem Solving (Loss Investigations, Risk 

Assessment, Brainstorming, Creativity, Kaizen 

Idea Development, Prioritization, Multi-agendas, 

Contingency Planning, Action Plans). 

II. Implementation: 

1. General - all communication and training plans 

will be laced with the five areas listed above. 

2. Specific - certain positions will mandate detailed 

technical training above the normal schedule. 

3. Developmental - every employee will have 

incentives to excel in training and/or certification 

in their area of expertise and new areas of interest. 

III. Follow-up: 

Employees will have a self-planned and directed 

Development Program. Annual feedback will be 

offered by their supervisor on the following: 

1)  Adherence to plan 

2)  Competence in training 

3)  Growth skill and certifications 

A bonus award will be granted on their progress. 

 

 

 

 

 

 

 

 

 

 

Appendix D 

Cost of Loss – Safety 

The largest cost concern of an incident is the actual or 

potential personal harm to one of our family members. We 

have a moral responsibility to protect each other. 

I. Injury* 

1) Fatality – direct costs are conservatively 

estimated over $1 million. If legal issues 

are involved, costs will skyrocket further. 

Many companies originally book 

estimates at $3-5 million/fatality. 

2) Loss Time Injury – the direct cost average 

is $29,000 (MSHA records) and usually 

averages over 10 employee workdays 

lost/incident. 

3) Back Injury – the direct cost average is 

usually over $75,000/employee claim. 

Studies have shown over 60% of 

underground miners will have back issues 

and most will lose an excess of two 

months of work time during their career. 

4) Black Lung Claims – company records 

studied show average settlements of over 

$200,000/claim are the norm. 

II. Violation 

1) Order 

i. Fines range from $2,000 to 

$60,000 – commonly average 

+$7,000/order. 

ii. Lost work time per order often 

averages $96,000 (2 units × 8 

hours/shift × $100/min). 

 

2) Citation 

i. Non S&S violation - $100 to 

$1,000 – average penalty of 

+$150/violation are normal. 

ii. S&S violation - $1,000 to 

$10,000 – commonly average 

$3,000/violation. 

*OSHA/MSHA studies have reported indirect injury costs 

average 4.5 times more than the direct costs. Indirect costs 

include incident related downtime, lower morale, 

replacement worker training/inefficiencies, insurance costs, 

corrective action costs, and property damage. 

 


