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Abstract:
To successfully meet the business goal of being the Xeon( focus factory, Intel Ireland Assembly and Test (IAT) needed to become a fast, focused and extremely flexible organisation. 

The criticality of the Xeon( product introduction necessitated the introduction of a deliberate process of change in employee empowerment.  The change was continually reinforced through the natural work teams (NWT) where individuals were empowered both to halt the work process if errors were detected and to prevent errors before they happened by participative decision making with the support functions.  

The process of “embedding” learning as a culture and practice in the organization was identified early as being a key enabler to the success of Xeon(.  The benefits of recognizing applied training as a tool to develop and retain good employees through hands-on involvement have been continually realised.

Management recognition of improvement efforts by the workforce has been vital to the continuity of the change process.  It has been a key practice for management to create a culture that motivates people to commit themselves to performing in an ever changing environment, and to express acknowledgement and appreciation of employees who have worked well and hard to further the goals of the organisation.

Introduction

Change has become the norm in Intel Ireland Assembly and Test (IAT) with changes becoming more frequent and faster.  The manufacturing strategies required to deal with these levels of change have become more complex and fluid.  The key to successfully managing change is to balance the level of change with the impact of the change. The intent of this article is to detail the systemic approach, which helped us, not only survive, but to thrive in this new environment.

Cultural Transition

The factors that influence the growth and future of an organization manifest themselves both internally (employee involvement, new product introductions, virtual factory, acquisitions/transitions) and externally (increased competition, changing technologies, global economics) and are interdependent.

The paradigm shift that resulted in the transition to the IAT business was to recognize the growing importance of the internal factors and to successfully lead the organization through these changes.  To enable this successful transition, a fundamental structural transformation occurred in the operating methodology used by the manufacturing function.  Firstly, it is recognized that structural change will be permanent and irreversible and once a structural change takes place, the organization will be considerably different.  There may be stability in the new state or there may be a continuing evolution to yet another state, but the system will not revert to the prior state.  Three of the key principles that facilitated the desired transition were: 

Principle # 1: Implement a high quality communication process ………. The first key focus area was in the domain of communication. It became ever more critical that each and every avenue was used to promote the criticality of IAT performing as required.  The existing communication process was not sufficient to sustain this change. All levels of the management chain needed to become experts in articulating the business strategy and to do so at every opportunity – both at formal and informal gatherings.  Some of the changes that helped foster an environment of nonstop two-way communication were:

· Employee lunch process

· Mini-Update Meeting (MUM)

· Management-By-Walk-About (MBWA) process.  

· Daily communications process

Principle # 2: What gets measured becomes important ………. The second key to success in effecting the desired culture change was to develop a system, which identified and measured the performance of the critical success indicators (CSI’s) of the business.   Measurement is what provides the data for managers to give feedback to their teams and it quickly became very easy for all levels of the organization to understand their performance to the any of the CSI’s.

Principle # 3: Involve all levels of the organization ……… It was critical that all management layers in the organisation were proficient in the manufacturing vision and involved all in the pursuit of the desired culture change.  Through the Natural Work Team (NWT) (#2) environment everyone in the manufacturing organization was given personal accountability for transforming the culture.  It was made clear to all, in reality insisted upon, that they must play a constructive role in this changing process through taking greater ownership and accountability of their functional areas.  

Participative Management

Participative management is a cornerstone in the success of IAT manufacturing becoming a cost effective, agile, and efficient organization.  Key characteristics which must be continually displayed by all levels of the management structure, include:

· being willing to recognise the untapped potential of all employees 

· viewing all improvements as a cooperative effort 

· decentralising decision making down to all levels

· accepting the “journey” as being one of infinite distance 

One fear initially expressed by the front line manager (FLM) group was that participative management, and hence increased employee empowerment, would result in a reduced level of management control over the key critical success indicators of the operation.  Through continual training and coaching of the FLM group it quickly became evident that the real result of participative management was increased autonomy for both the individual and the natural work team over their direct functional area.  The outcome of increased autonomy was that the employees became more involved in the running of their areas, were more productive, and were intrinsically motivated. 

Education and Training
A key enabler to the evolution towards a participative management culture was embedding continuous education and training as a culture and practice throughout manufacturing.

All manufacturing technicians received a combination of skills training and behavioural training.  The skills training consisted of Level 1 training on a their primary tool complemented by cross training on a second tool to provide them with the versatility to rotate with other team members.  The behavioural training consisted of Zenger Miller Training in Basic Principles of Teamwork, combined with Intel courses in Effective Meetings and Seven Step Problem Solving.  

Once the IAT became the site of choice for the Xeon( microprocessor, it became critical that all employees be provided with the additional tools (training) to provide the quality goods and services in the timeframe required.  The initial thrust of this enhanced training program consisted of an awareness program that included the communication of the strategic vision, goals and objectives of the business to the complete employee base.  It was critical that such an awareness program preceded any formal up-skilling curriculum such that all employees are provided with a common language on the critical success indicators for the new business.  The actual up-skilling of NWT members then became the bridge between awareness and the required course of action to achieve the critical success indicators.

Some of the early, and sustained, benefits of NWT member involvement included:

· developing individual capability by improving core behavioural skills of all employees 

· utilising the existing knowledge base of the employees working at the source of the problem

· replaced the adversarial “them versus us” mentality with one of a driving towards a mutually common goal

· implementing numerous employees suggestions for process improvements, which resulted in increased employee involvement and morale

Representatives from the NWT teams, working in conjunction with the cross-functional installation (IQ) team, helped to develop the required training packages which were specific to the Xeon( product range. While everyone in the manufacturing team received the same general training, certain areas required second level specialized training.  The key challenge facing the IQ training team was the requirement to develop a program that would provide applied training.  This challenge was successfully overcome by ensuring that the skills and knowledge learned in the Xeon( specific training was put to the test immediately after the training ended.  

The aforementioned change in the training methodology was one of the key enablers to the NWT workforce becoming more self-driven and motivated and, to this day, they continually come up with improvements and changes for the how manufacturing should operate.  They make recommendations more from personal commitment rather than compliance.

Continuous Improvement through Measurement and Recognition

A proven methodology in determining both the rate of improvement, and the strengths and weaknesses of the natural work teams is through a systemic process of project reviews at a variety of different functional forums.  Such functional reviews of the NWT’s include regular performance presentations to senior managers, which are designed to quantify results and to review the improvement efforts of the NWT.

Reward and Recognition Process

Management recognition of the improvement efforts by the NWT efforts is vital to the continuity and success of the process.  A critical part of our management ethos is to:

· Create an environment that motivates people to commit themselves to the goals of the manufacturing vision

· Express appreciation and acknowledgement of employees who promote a challenging work environment that strives to develop our workforce

· Reinforce pride and sense of being part of a key team in the organization through the natural work team philosophy

There are various forms of recognition, both extrinsic and intrinsic that are used in IAT. Extrinsic recognition involves a combination of the various bonus schemes of the business.  Intrinsic recognition is on a more personal and has the ability to reach more people.  Techniques used to further intrinsic recognition’s include recognising the outstanding work of an individual at their NWT meeting; involving members of the NWT in developing process improvements; and asking teams to present their projects to higher management (at SLT, YECB, Safety Geography, etc.) and to their peers across shifts.  It has been shown on numerous occasions that intrinsic recognition is more motivational and supportive than the ‘expected’ extrinsic incentives. 

Employee Motivation 

Front line managers (FLM) have an extremely important part to play in the role of sustaining an environment of employee involvement and ensuring people’s continued motivation and dedication.  Their encouragement to the NWT members is critical in ensuring that the required focus is maintained in the running of their functional areas.  The ability of a FLM to recognise that the improvement process involves change is critical, and therefore innovation and creativity, within defined boundaries, are actively encouraged.  FLM’s are supported, via management enablers, in the following ways to stimulate this proficiency:

· Communicate early, openly and beyond the implementation, the need for all changes

· Keep things simple by working with support functions to ‘pilot’ suggestions for process improvements 

· Press for participation from all members of the NWT and be seen to be responsive to all ideas

· Work to develop and environment that creates a partnership between the NWT and the support functions

Results to Date:

Training - Owned by the NWT, which allows them to control their work area, resulting in increased motivation and job satisfaction.

Safety - Redefined safety structure which links representatives from every work team with shift safety geographies.  

People Development - NWT members routinely make presentations to senior managers, VIP visitors and customers.

Flexibility and Agility - improved scope to cope as NWT input is sought when faced with business changes.

Summary

Manufacturing agility is a mandatory requirement since customer expectations and competitor quality increases constantly. The cultural change which has occurred over the two years of IAT, has resulted in the creation of a flexible manufacturing organisation, which has relied on the talents of its workforce to successfully introduce numerous world class products on time to schedule.  The evolution of a supportive organisation culture based upon an environment where employee empowerment is encouraged is a continuous, ongoing process and requires consistency of action by a committed and involved management.  Active leadership of employee empowerment and involvement cannot be delegated.

Employee empowerment through NWT’s is not a fad or a trend for IAT, but a strategy for doing business and surviving in an increasingly competitive global market. It is important to approach the development of such a cultural change with a desire to:

· improve communication

· promote teamwork

· increase acceptance of change

· enhance business relationships

· enliven the corporate culture

· increase trust and improve morale

Finally, the NWT philosophy has shown itself to be an infallible method of improving our organisation, increasing employee involvement and meeting all required factory outputs. 
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