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To:

Mr. Henry Lefler










October 18, 2004

From:
Team Green

Subject:
Enerstasis Implementation Recommendations

Dear Mr. Lefler:

Team Green has identified the four major problems that Enerstasis is facing as well as the root causes of these problems.  We are now ready to submit our recommendations for a detailed implementation of the solutions previously discussed.  

To summarize, the gaps that have been identified are:
1. Enerstasis’ goal is to increase production efficiency within a year, while maintaining quality and market position. 

2. Enerstasis’ goal is to comply with Malaysia’s ethnic composition requirements within two years while maintaining quality employees.

3. Enerstasis’ Goal is to implement the ability to accommodate customer specific needs (customization) in a timely, efficient manner within one year without sacrificing quality standards.

4. Enerstasis’ Goal is to immediately provide excellent customer care and high quality customer specific product without sacrificing production efficiency.

Following these gap statements, Team Green has identified several root causes, their respective solutions, and a comprehensive implementation plan that we propose to correct Enerstasis’ problems.  Root causes and respective solutions are summarized in Appendix A . Following the causes and solutions, the implementation plan offers solutions that can make a significant impact on turning Enerstasis in the right direction.  The steps are sorted by priority, with rationale for the choices made.  The detailed implementation plan with the rationale, contingencies, and notations for the causes addressed will be found directly after the implementation outline.
Team Green
To recap, the causes and solutions are summarized below:

Work:

1. There is no specific, documented method of handling custom orders or prioritizing jobs.


Solution:
Develop a multi-departmental prioritization method that allows sales, engineering and production to coordinate efforts to meet customer needs.


Solution: 
The sales force must be trained in new technology and customization.

2. There is not enough staff in the engineering department to handle custom orders while keeping standard orders flowing on schedule.


Solution:
Develop within the prioritization method a time schedule allocated for customization.  As system is redesigned to accept more custom orders, the engineering staff will need to increase (hire) to accommodate the additional time required for customization.

3. Missing parts and lack of supplies on hand are causing stoppages in the production lines.


Solution:
A JIT ordering system must be integrated into the new scheduling system.  Production managers must be held accountable for ensuring product delivery sufficient to cover allocated production expectations for each week.

4. There is no team coordination from customer order inception to delivery in order to schedule, monitor and track order timeline and quality.
Solution:
A single manager needs to oversee engineering and production coordination, and supervise the prioritization and customization
People:

1. Many members of management lack the leadership skills necessary to lead their teams.  Specific leadership and control issues with Lily Crofton, Ron Turner, Reuben King and Henry Lefler.
Solutions: Each manager needs to evaluated and trained, moved or eliminated to ensure that the right person is in the right position to lead the team.

2. Time, attribution and ethnic differences are creating hostilities and division in the workplace.


Solution:
 Cultural sensitivity training in necessary at all levels of operations.
3. Senior management is not respectful of boundaries, not communicating or cooperating with middle management.


Solution:
At every level, management must be committed to the change process; each manager must understand that inclusive communication and mutual respect is necessary to make any changes functional.

Informal Organization:

1. Managers do not share in the decision making process and are feel no ownership of the internal changes. Managers do not feel empowered because there is a strong rule-oriented culture, and limited communication.


Solution:
 Involve managers, through open communication and feedback, in the reorganization process in order for them to feel ownership in the change process and fully integrate and understand the changes occurring.

2. Malays are more culturally likely to have a low time orientation and higher value on personal and spiritual issues.  Chinese-Malaysians are more likely to have a higher time orientation and many Chinese relate personal self-esteem to perceived job performance. The current management conflict in the Malaysian plant has employees divided down ethnic lines, based on many of these cultural issues. American and British systems are highly time oriented, and therefore the upper management, which is American & British, is likely to view Malaysian values are unproductive.


Solution:
First, the entire local plant must undergo cultural sensitivity training.  Second, The new hiring and promotion coordination team shall develop a comprehensive package designed to be more culturally appealing to various local ethnic groups.  (Ex:  Ten hour work days so that time for daily prayers can be allocated into the workday. etc.).  

3.
Division lacks forward-thinking customer focus, focusing rather on bureaucracy and rules.

Solution:
Managers need to feel empowered in order to lead.  As part of the empowerment process, the company’s goal of excellence in customer service needs to be explained and integrated into the culture and emphasized with every step. Also see work steps to change work focus and customer service focus.
Formal Organization:

1. Human Resource policies and procedures are not effectively distributed.  There is evidence that HR policies and procedures are not enforced or disseminated to employees in several key areas.  Human Resources policies do not effectively address the laws and needs of the Malaysian plant.  No systems have been created to aggressively recruit and retain the target groups.

Solution:
The human resources department must develop an education program and coordinate with departmental leads to ensure continuous dissemination of information to the general employee base.
2.
The reorganization of the sales department is incomplete and lacks formal structure.  Some salespeople are “client” based, others are territory based.

Solution:
Develop a formal, consistent structure for salespeople by releasing all salespeople to be client based.

3.
The divisional structure has segregated leadership and prevented coordinated efforts to improve customer service, communication and inter-team cooperation. The top-down formal organization of the company is designed for communication to flow upwards, but not laterally or downward.

 Solution:
Enerstasis management team must be reorganized into functional teams that meet regularly to share information and coordinate efforts

 Solution:
Create a team that will focus developing and implementing strategies to ensure company compliance with government regulations.  Team should have at least one representative from each target group and one lead human resources person.

External Culture:

1. Ethnic Malays graduate from the universities at a significantly smaller rate than Chinese or Indian Malaysians.  This limits the pool of qualified ethnic Malaysian candidates for higher level positions. Significant competition from other companies’ recruitment efforts makes hiring qualified candidates even more difficult.

Solution:
Develop scholarship and internal mentoring programs to recruit prior to graduation and develop stronger methods of promoting from within. 

Solution:
 Model the employee recruitment program after Malaysian companies with good compliance rates.


Solution:
Start up community assessment and skills training centers in hopes of recruiting Malaysian citizens to come work for Enerstasis
2. Malaysian government requires that ethnic employee ratios reflect the ethnic percentages occurring in the population at every level of staffing.  

Solution:
Actively target ethnic Malays and other target groups for hiring and recruitment.

Solution:
Develop incentives for employees willing to train or complete education to be promoted.

Solution:
Develop relationships with the government regulatory agency to coordinate efforts and utilize any available assistance.  This also helps to communicate cooperation and willingness to comply.
Implementation plan graphical outline:


[image: image1.emf]Cultural Changes

R

e

de

s

ig

ni

ng

 H

R

 A

c

tiv

it

ie

s

R

e

s

tr

uc

t

ur

in

g

 s

a

le

s 

a

nd

 o

p

e

ra

ti

o

ns

Continuous flow of

Information

Become a dominant

market leader by

providing high

quality products

while keeping

customers satisfied

by meeting their

every need.

Enerstasis failed to

provide high quality

customized service, due to

inefficient production

system, employee hiring

and promotion practices,

and personnel problems.


Step #1 – Restructure and redefine sales department roles and responsibilities: 

 Eliminate sales territory system, switch to client based sales effective immediately. (Cause: F-2)
 Divide Sales Manager position into two areas: Sales Coordinator and Customer Service Coordinator. (Causes: IF-3,  W-4, P-1)
o Allow Lily Crofton to apply for either new position, or rotate into the sales force. (Cause: P-1)
o All salespeople to report directly to Sales Coordinator for order processing and prioritization and to the Customer Service Coordinator for sales results and feedback. (Cause: F-2, F-3, W-4)
o Eliminate the ability for sales people to have direct access to the engineering department. (Cause: P-2)
 Implement a twice yearly mandatory training program highlighting new technologies and available customizations. (Cause: IF-3)
 Address Henry Lefler’s relationship with Stan Rummel and how it has damaged the internal relationships within the sales department. (Causes: P-3).
Step #2 – Redesign and realign Malaysian Plant Operations

 Hire an ethnic Malaysian plant manager to oversee Malaysian operations. (Causes: E-1, E-2, F-1, W-4) 
o New plant manager will oversee order the divisional split between custom and standard teams, (to be created) customer satisfaction coordination team, process development, and management accountabilities at the plant. (Causes: W-1, W-4, I-3, F-3, E-2)
 New order coordination team will be formed and will include all operational managers to streamline workflows. (Causes:  W-4, W-1, I-1, I-3, F-3)
o Team will set quality and production standards and enforce them. (Causes: W-1, W-2, W-3, W-4, I-3, F-3)
o Just-in-time ordering system will be implemented. (cause: W-3)
o Scheduling and production availability schedules will be managed by the team, including the split to a two-team system; custom and standard.  (Causes: W-4, W-1)
 Engineering and production departments to be split into custom and standard divisions. (Causes: W-1, W-4)
o Staff to be added for the custom department to handle the more meticulous work required of custom orders. (Cause: W-2)
 Plant budgetary and production goals will be set.  There will be specific consequences, both good and bad, tied to outcomes of these goals. (Cause: W-1)
Step #3 – Refocus Human Resources

 Form a two-person HR team to recruit ethnic Malaysians and other target ethnic groups in the appropriate percentages as required by Malaysian law. (Causes: F-1, E-1, E-2)
o Team will liaison with plant manager to ensure effectiveness.  (Cause: F-1)
o Programs developed inside and outside of the company to increase recruitment efforts. (Causes: E-1, E-2, F-1)
o Employee participation and rewards programs to be developed to improve and increase employee involvement. (Causes: E-1, E-2, F-1)
 Form a cultural awareness team with HR and management personnel to implement HR programs, policies, and procedures. (Causes: P-2, I-2, E-1)
o Implement a cultural sensitivity program that includes initial training for all staff members of the Malaysian plant. (Causes:  P-2, I-2)
o Develop guidelines indicating behavior expectations and consequences for on-the-job ethnic prejudices. (Causes: P-2, I-2)
Step #4 – Promote Cultural Changes

 Develop strategic goals for company culture change through creation of a mission statement and company vision. (Causes: I-1, P-3, I-3, F-1)
 Mr. Lefler must communicate the goals through active participation. (Causes: P-1, P-3, I-1)
 Promote new corporate culture and mindset, implement strategy for abandoning negative thinking. (Causes: P-1, P-3, I-1, I-3, F-3)
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Detailed Implementation Plan

Step One:  Sales Department Restructure Completion

o Develop a formal, consistent structure for salespeople by directing all salespeople to be client based.

o The sales force must be trained in technology and customization.
o Each manager needs to be evaluated and trained, moved or eliminated to ensure that the right person is in the right position to lead the team.
Rationale:  These changes were chosen first, with the intent to immediately impact customer service and move the sales department toward efficiency and customer focus as quickly as possible.  This set of changes was also chosen for the relative ease of transition.  When implementing a large restructure, a “win” early in the proceedings often makes the rest of the transition be viewed as positive steps.  Therefore, it is important that a relatively simple change that potentially brings high visibility success early on be chosen first.

Causes Answered:  These changes will address the root causes listed in:  (Note: some of these causes will be addressed again in other steps, but these moves will begin the groundwork for other changes.)
The causes addressed are:

· P-1
Many members of management lack the leadership skills necessary to lead their teams.  Specific leadership and control issues exist with Lily Crofton, Ron Turner, Reuben King and Henry Lefler.

· P-2
Time, attribution and ethnic differences are creating hostilities and division in the workplace.

· P-3
Senior management is not respectful of boundaries, not communicating or cooperating with middle management.
· F-2
The reorganization of the sales department is incomplete and lacks formal structure.  Some salespeople are “client” based, others are territory based.

· F-3
The divisional structure has segregated leadership and prevented coordinated efforts to improve customer service, communication and inter-team cooperation. The top-down formal organization of the company is designed for communication to flow upwards, but not laterally or downward.

· I-2
Malays are more culturally likely to have a low time orientation and higher value on personal and spiritual issues.  Chinese-Malaysians are more likely to have a higher time orientation and many Chinese relate personal self-esteem to perceived job performance. The current management conflict in the Malaysian plant has employees divided down ethnic lines, based on many of these cultural issues. American and British systems are highly time oriented, and therefore the upper management, which is American & British, is likely to view Malaysian values are unproductive.
· I-3
Division lacks forward-thinking customer focus, focusing rather on bureaucracy and rules.

· W-4
There is no team coordination from customer order inception to delivery in order to schedule, monitor and track order timeline and quality.

1. Eliminate the territory system and make all sales people client-based effective immediately.  Assign clients based on current client servicing, if the client has no preference.  If the client expresses a preference, every effort must be made to accommodate the client’s wishes. Notify clients and all employees of salesperson’s assignments. As new clients are generated, they will belong to the salesperson that developed the lead.  When to implement: Immediate.  Estimated time to completion: 1 month. (F-2)
Contingency Plan:  Several possible problems could arise with fast deployment.  

a. Sales people could object or flounder

b. Clients could object 

c. Territories could be neglected if many sales people focus on one region.

d. Popular salespeople could become overloaded

 If salespeople object, the concerns may be regarding training, or general fear of loss of sales.  In that case, a secondary option is to allow the sales department to phase into client based over a longer period of time, or pairing one strong sales person with a more inexperienced member of the sales team in order for the less assertive sales people to become accustomed to competitive sales.

 In the case of client objections, the customer is always right.  It is essential that the client be given the choice of salespeople.  This will alleviate most customer concerns.  

 If it appears that any global locations are being neglected, then in some areas of the world, a territory system may be modified so that there is a sales force assigned to a region, but free to work clients within that region as a team.

 If popular salespeople (Such as Stan) become overloaded, then pairing him with another salesperson to work as a team, or providing him an assistant is the appropriate option.

2) The position of Sales Manager will be divided into two functional areas.  When to implement: Immediate.  Estimated time to completion: 3 months. (I-3, W-4, P-1)
Contingency Plan:  This change is necessary in order to ensure that both the interdepartmental communication and sales support are provided at full force.  These are two completely different skill sets and will require more than one full-time position.  It will be important for Mr. Lefler to monitor the progress of this position modification to ensure the goals are accomplished.  The biggest hurdle the team may face is resistance from the sales team and resistance from Lily.  The sales team will not be used to answering to two people that will hold them accountable for their behavior.  This is a discipline issue and is necessary.  If there is strong resistance from Lily, Mr. Lefler may need to consider an exit strategy for the current sales manager.

a) One new position will become Sales Coordinator. This position will be to motivate and coordinate the sales department.  This position will be given specific leadership and dispute resolution training and will be held responsible for motivation and sales productivity of the sales force.  Since many members of the current management team lack some of the leadership skills necessary to fully integrate these solutions, splitting the Sales Manager position into two positions will provide the managers with specific measurables that will aid them in keeping on task and monitoring their progress.  Measurable goals will be actual sales versus projected sales, customer satisfaction as evidenced by customer ratings and contract renewals, and 360 degree feedback.  (P-1)
b) The second position is a Customer Service Coordinator who will act as an administrative liaison to the sales department. This position will coordinate training, sales and customer delivery schedules with engineering and production.  This position will work with the soon-to-be-developed team which will develop and coordinate the needs of the sales, marketing, engineering, production, research and development, and delivery departments.  As with the Sales Coordinator, dividing this operational role into two functional areas will allow the Customer Service Coordinator to focus on interdepartmental communication and coordination, while leaving the Sales Coordinator to focus on sales and marketing. This position’s measurable goals will include order processing time, management team feedback and percentage of on-time, on-quality orders, as measured by customer feedback and contract renewals. (P-1)
c) The salespeople will report to the Customer Service Coordinator for sales results and customer feedback, and will report to the Sales Coordinator to have their orders processed and prioritized based on customer need.  Both coordinators will have equal management authority and equal input into sales employee’s reviews. (W-4)
d) The salespeople will no longer have direct access to the engineering staff; however, sales persons may be called in to discuss customer needs with Engineering to ensure that specifications are conveyed appropriately.  Communication between sales and engineering will be handled by the Sales Coordinator and Engineering Managers.  This will eliminate the problem of salespeople circumventing the system and overriding the prevailing schedule by persuading Engineering to focus on the project that is most interesting to engineering. (P-2)
i) The Sales Coordinator and Engineering Managers will work together to create the workflow design and to create the timeline budgets to which they must adhere.  They will work together to understand all orders coming through, categorization of jobs (i.e. standard or custom, time to create if custom, etc.), job priorities, and production schedules. (W-4, F-3)
e) The current Sales Manager Lily Crofton can apply for either of the new positions, or rotate into the sales force. (P-1)
3) Implement a training program for the sales staff which will give them an immediate overview of the new technologies and customizations available, and provide twice yearly mandatory training updates to keep skills and knowledge current.  Additionally, keep materials and web-based training available for sales people to constantly enrich their knowledge.  When to implement: Gradually over the next several months.  Estimated time to completion: Ongoing. (P-1, F-3)
Contingency Plan:  Depending on the sales team’s reaction to the changes, this will be Mr. Lefler’s strongest chance to win the team over.  As the team is given additional training and tools to sell the product, their confidence in the new programs will grow.  For this reason, Mr. Lefler may consider moving this up and have it begin simultaneously with Step One.

4) Address Henry’s relationship with Stan.  Although Henry thought that hiring Stan was a good choice for the sales team, he chose to hire Stan without communicating with the current Sales Manager.  This move has created hostility and confusion in the sales department.  These feelings are exacerbated by the fact that many now perceive Stan as untouchable because of the way he was hired and because he has a powerful friend and the feelings have spilled outside of the sales department, into other functional areas. When to implement: Immediate.  Estimated time to completion: 1 month. (P-3, P-1)
Contingency Plan:  Mr. Lefler needs to address this issue with Lily first, then with Stan.  Although it is a difficult situation, it is very important that Mr. Lefler understands recognizes that the perception of favoritism can undermine everything he will try to accomplish with sales.  The fallout from the sales department of failing to address this situation is continued hostility and failure to cooperate in the changes to be implemented.  As above, this step is so vital it must be immediate.  (Done at the same time as step one), if not, the likelihood of the sales force being uncooperative is exacerbated greatly.

a) Stan is an excellent salesperson and needs to be retained, but he needs to be treated the same as all other salespeople, subject to all of the same rules and regulations. (P-3)
b) Henry was right to suggest him as a potential employee; however Henry was wrong in choosing to hire him without the sales manager’s input.  In addition, Mr. Lefler must recognize that if he had taken the time to discuss his choice with Lily, there could have been a much cleaner outcome.  He must reinforce his middle-management’s ability to lead if he expects them to be strong, assertive and successful. (P-1, P-3)
c) If the structural changes are to succeed, every member of management must respect the rules that will be established and the boundaries of those working with them. For that reason, it is important to have written policies and SOP’s in place that are defined, and can be used as tools for accountability.  If you cannot measure an outcome, you cannot regulate it.  For items such as hiring, termination, expenditures, etc., it is essential that procedural documentation exist and be used for accountability.  (P-1, P-3)
Step Two: Redesign the Malaysian Plant Operations functions

In conjunction with the changes occurring in the sales department, the entire order production cycle must be reworked to ensure that orders are processed in a high quality and timely manner, and that Enerstasis meets its goal of customer service excellence.

o Enerstasis management team must be reorganized into functional teams that meet regularly to share information and coordinate efforts

o Develop a multi-departmental prioritization method that allows sales, engineering and production to coordinate efforts to meet customer needs.

o Develop within the prioritization method a time schedule allocated for customization.  As workflow is redesigned to accept more custom orders, the engineering staff will need to increase (hire) to accommodate the additional time required for customization.

o A single manager needs to oversee engineering and production coordination, and supervise the prioritization and customization schedules.

A Just-In-Time (JIT) ordering system must be integrated into the new scheduling system.  Production managers must be held accountable for ensuring product delivery sufficient to cover allocated production expectations for each week. 
Rationale:  The plant operations change was chosen second because immediately after sales, this is the one change that will immediately increase customer satisfaction.  This is because this change is designed to target meeting customer quality and timeliness goals.  Second to individual customer service from sales, this is the one change that will most effect customer perception of the company and can produce the quickest results.  Redesigning the Malaysian plant operations as documented here will also help work towards culture and ethnic requirements.
The causes addressed are:
· W-1
There is no specific, documented method of handling custom orders or prioritizing jobs.

· W-2
There is not enough staff in the engineering department to handle custom orders while keeping standard orders flowing on schedule.

· W-3
Missing parts and lack of supplies on hand are causing stoppages in the production lines.

· W-4
There is no team coordination from customer order inception to delivery in order to schedule, monitor and track order timeline and quality.

· F-1
Human Resource policies and procedures are not effectively distributed.  There is evidence that HR policies and procedures are not enforced or disseminated to employees in several key areas.  Human Resources policies do not effectively address the laws and needs of the Malaysian plant.  No systems have been created to aggressively recruit and retain the target groups.
· F-2
The reorganization of the sales department is incomplete and lacks formal structure.  Some salespeople are “client” based, others are territory based.

· F-3
The divisional structure has segregated leadership and prevented coordinated efforts to improve customer service, communication and inter-team cooperation. The top-down formal organization of the company is designed for communication to flow upwards, but not laterally or downward.
· I-1
Managers do not share in the decision making process and are feel no ownership of the internal changes. Managers do not feel empowered because there is a strong rule-oriented culture, and limited communication.

· I-3
Division lacks forward-thinking customer focus, focusing rather on bureaucracy and rules.
· E-2
Malaysian government requires that ethnic employee ratios reflect the ethnic percentages occurring in the population at every level of staffing.
1)
A single manager will be hired to oversee the Malaysian plant.  It is recommended that this new hire be an Ethnic Malay.  Bringing in ethnic Malay will have positive effects as the new plant manager will most likely attract other ethnic Malaysians which will help Enerstasis get closer to 
meeting Malaysian government ethnicity requirements.  When to implement: Immediate.  Estimated time to completion: 3 months. (E-2, W-4 F-3)
Contingency Plan: The Chinese Malaysian managers may not accept an ethnic Malay as supervisor, due to their prejudice toward ethnic Malays. Solution: Cultural sensitivity training should be given first priority before any other organizational re-engineering takes place.

a) The new Malaysian Plan Manager will oversee the order coordination team, attend monthly team meetings, and will be responsible for supervising, evaluating and streamlining the processes developed, and reporting system efficiencies to Base Station Division Head.  This position will also control individual accountabilities of the various divisions within the plant.

2) The Engineering Manager, Manufacturing Manager, Sales Managers, R&D Manager, and Distribution Manager will become members of a newly developed order coordination team that will work with the Customer Service Coordinator to streamline the processes and communication flow between the various departments.  When to implement: Immediate.  Estimated time to completion: Ongoing. (W-1, W-4, F-3, I-1, W-3)
Contingency Plan:  The managers of different departments are reluctant to share information. Solution: Radical Approach: A demanding production goal, strict deadline and a new design should be given to the Malaysian division and ask them to accomplish it without telling them exactly how the teams should interact with each other. This will force the teams to quickly learn how to coordinate and cooperate between each other. This also could be done by creating competition between the Malaysian division and a division in some other place.

a) This new team will be responsible for coordinating order processing, scheduling engineering and production, and ensuring customer satisfaction by monitoring that deadlines are met and exemplary quality standards are maintained.

b) This team will oversee ordering by instituting a Just-In-Time automated ordering system that ensures parts are available when needed, and component managers are held responsible for inventory levels.

c) This team will oversee timelines by scheduling engineering and production time availability based on order volume and level of customization.

3) The engineering and production departments will be split into two divisions; custom and standard.  Since standard designs require less individual manipulation, the custom division will by necessity be larger and require workers to be familiar with the latest technology.  When to implement: Immediate.  Estimated time to completion: 6 months.(W-1, W-4, I-3)
Contingency Plan:  One or both teams fall behind schedule, while transitioning to custom production quality falls short.  Solution:  Both teams must be cross-trained to handle both types of production.  Quality checks must be built in at standard portions of the production line.  During transition, production time must be given a 10-15% cushion for training and error.

a) Both engineering and production capacity must be analyzed to determine whether there is sufficient staff and facilities to meet projected demand.  The custom departments will need to increase staff to ensure that customization orders can be processed in a timely manner without sacrificing quality.  Specifically, more engineers will need to be added to the custom team in order to adequately address custom orders.

4) Plant production, sales and budgetary goals will be developed and set.  If goals are not met, managers will be held accountable for their failures.   Management must be empowered to work with Human Resources to set hiring standards and goals to ensure that they are fully staffed.  Limited budgetary benefit will be given to hiring target groups.   
When to implement: Year-end.  Estimated time to completion: Ongoing.(W-2, W-3, W-4)
Contingency Plan: Sales and budgetary goals are not met. Solution:  Employee compensation program should be directly related to sales and budgetary goals.

Step Three: Develop and Refocus Human Resources

o Create a team that will focus developing and implementing strategies to ensure company compliance with government regulations.  Team should have at least one representative from each target group and one lead human resources person.

o Develop scholarship and internal mentoring programs to recruit prior to graduation and develop stronger methods of promoting from within.  

o Model recruitment program after companies with good compliance rates.

o Cultural sensitivity training in necessary at all levels of operations.

o The Human Resources department must develop an education program and coordinate with departmental leads to ensure continuous dissemination of information to the general employee base.
Rationale:: This area was chosen to be completed next for a number of reasons.  First, the laws in Malaysia are specific and need to be responded to as soon as possible. It is hoped that cultural sensitivity training will aid local management to evaluate their subordinates differently and aid in internal promotion possibilities.
The causes addressed are:

 F-1
The human resources department must develop an education program and coordinate with departmental leads to ensure continuous dissemination of information to the general employee base.
E-1
Ethnic Malays graduate from the universities at a significantly smaller rate than Chinese or Indian Malaysians.  This limits the pool of qualified ethnic Malaysian candidates for higher level positions. Significant competition from other companies’ recruitment efforts makes hiring qualified candidates even more difficult.

 E-2
Malaysian government requires that ethnic employee ratios reflect the ethnic percentages occurring in the population at every level of staffing.  
 P-2
Time, attribution and ethnic differences are creating hostilities and division in the workplace.

 I-2
Malays are more culturally likely to have a low time orientation and higher value on personal and spiritual issues.  Chinese-Malaysians are more likely to have a higher time orientation and many Chinese relate personal self-esteem to perceived job performance. The current management conflict in the Malaysian plant has employees divided down ethnic lines, based on many of these cultural issues. American and British systems are highly time oriented, and therefore the upper management, which is predominantly American, is likely to view Malaysian values as unproductive.
1) The Human Resources department will assign a two-person team to be devoted solely to developing and disseminating a program to recruit and promote from the ethnic populations at the Malaysian plant and to implement cultural sensitivity training.  This team’s focus will be to help provide a more productive and effective workforce while meeting the sales and operational goals set forth in steps 1 and 2.  This major step will help Enerstasis work towards solutions in several areas, including recruiting, employee education and skills improvement, and meeting government regulations for ethnicity requirements.  When to implement: 1 to 3 months.  Estimated time to completion: Ongoing.  (F-1,E-1, E-2, P-, I-2)
Contingency Plan: If the recruiting plans fail, a Human Resources consultant may need to be brought in to assist in recruiting efforts.  If the employee education and skills improvement plans fail, additional programs such as rewards and sign-on bonuses may need to be implemented.  In the event that government regulations are not met, efforts to aggressively increase the programs may need to be considered.  In the event that this fails, Enerstasis may need to consider relocating some or all of its operations.

a) This team will liaison with the new plant manager in Malaysia to implement and monitor the program.

i) Develop scholarship programs designed for target groups that include internships with the company.
ii) Develop employment programs specifically designed around the needs of the culture.  Examples:  Sunday through Thursday workweek.  Develop optional ten hour work days to allow for mid-day prayer time.  Run the plant on a 365 day basis and offer a choice of western traditional workweek, Islamic traditional workweek, split week, etc.   Flextime holidays, allowing each employee to choose their own holidays within a specific budget of days (7, or 8 or 10, whatever amount is currently fixed.)  
iii) Employ active recruitment programs at all local universities.  Offer sign on bonuses or incentives to be paid over time, such as a sign on bonus of $X, with an additional $X at the employee’ one and five year anniversaries.  Establish a presence at the Universities with programs that will meet your recruitment needs.  Consider paying the university for office space and have a one-person recruitment staff located there at various times weekly.
iv) Target villages and mosques to spread information regarding recruitment efforts by Enerstasis and to promote the company.

v) Implement an employee “finder’s fee” program for employees that refer friends and families to positions within the company.

vi) Develop an internal education program to assist current employees by helping them develop skills to aid in promotion and advancement opportunities.

vii) Open community skills assessment and development centers to help bring in prospective employees from the general population.  Provide training such as reading, writing, democracy, leadership, etc.
viii) Start a management training program to bring in new employees or move existing employees into a program that gradually brings them up through the management ranks.
b) Implement an enhanced employee participation and rewards program.

i) Tuition reimbursement to assist employees expand their education (require a time commitment with the company upon completion of classes).

ii) Start an employee suggestion box to encourage employees to provide input into bettering processes and practices.

iii) Provide “town hall” meetings with all Malaysian employees.  These meetings will be designed to let management communicate strategies and news about the company and to let employees speak up, ask questions, and make suggestions about operations.

iv) Provide incentives to employees to meet certain goals such as production quotas.

v) Offer flex-time and comp-time for employees with good performance records.

vi) Start a dispute and conflict resolution program to work with employee programs and help resolve them before they escalate.
vii) Encourage and enforce management involvement and accountability.

2) Form a Cultural Awareness Team to be led by the Human Resources department, to include the two-person HR team, the Malaysian plant manager, 
and one representative from each department to implement HR programs, policies, and procedures.  When to implement: 1 to 3 months.  Estimated time to completion: Ongoing.  (E-1, E-2, F-1)
Contingency Plan: If the cultural sensitivity training program and new policies does not help curb the on-the-job ethnic prejudice behaviors, examples will have to be made by firing employees (at any level) that are causing the prejudices to continue.

a) The Cultural Awareness team will develop and implement a cultural sensitivity training program.  Every employee in the Malaysian plant is required to complete this training.  Management in Chicago that interacts with the base station plant will also complete this training.  Regular promotion of the program and yearly “refresher” courses must be made available.  In addition, local human resources representatives must actively promote and reinforce the validity of cultural differences and take firm action where it appears that infractions are occurring.  Note:  As the ethnic Malay population increases within the plant, HR must be aware of all types of prejudice that may arise, both towards Ethnic Malays and from Ethnic Malays toward other cultures.  It would be wise to have a multi-cultural HR staff available to handle issues as they arise.
b) There currently exist within the Malaysian plant ethnic prejudices which are creating hostility and making internal promotion far less likely to occur.  As a part of cultural sensitivity training, these issues must be addressed in a straightforward manner and resolved.  Specific policies indicating the penalties and punishments for on-the-job ethnic prejudices will be put in place so that Human Resources may take appropriate actions if these behaviors are exhibited.

i) The policy will be reviewed and revised quarterly, and actively promoted.  All cases brought force will be reviewed by HR and plant management.

ii) The policy will be strictly enforced through effective documentation and management involvement.
Step Four: Promote Cultural Changes

Through open communication and feedback, involve managers, in the reorganization process in order for them to feel ownership in the change process and fully integrate and understand the changes occurring.

o Managers need to feel empowered in order to lead.  As part of the empowerment process, the company’s goal of excellence in customer service needs to be explained and integrated into the culture and emphasized with every step.

o At every level, management must be committed to the change process; each manager must understand that inclusive communication and mutual respect is necessary to make any changes functional.
Rationale:
Although this is listed as last, this is an ongoing process that must begin at once.  Cultural change will begin with how effectively Mr. Lefler can lead his people into understanding the need for change and how it benefits the company, the customer and ultimately the employees personally (I.E. if the company is successful, there are more opportunities for promotion, raises, etc.).  Although it mat not be necessary to have a formal mission statement when Enerstasis begins its’ change, it is important to know where you are trying to go in order to determine how to get there.  Without a Vision, the People Perish also holds true for companies.  If Enerstasis does not know what it wants to accomplish, or the senior management cannot communicate that destination clearly to the workers, Enerstasis will fail for lack of vision.
The causes addressed are:

 I-1
Managers do not share in the decision making process and are feel no ownership of the internal changes. Managers do not feel empowered because there is a strong rule-oriented culture, and limited communication.

 I-3
Division lacks forward-thinking customer focus, focusing rather on bureaucracy and rules.
 F-3
The divisional structure has segregated leadership and prevented coordinated efforts to improve customer service, communication and inter-team cooperation. The top-down formal organization of the company is designed for communication to flow upwards, but not laterally or downward.
 P-1
Many members of management lack the leadership skills necessary to lead their teams.  Specific leadership and control issues exist with Lily Crofton, Ron Turner, Reuben King and Henry Lefler.
 P-3
Senior management is not respectful of boundaries, not communicating or cooperating with middle management.
1) Develop strategic goals for company culture change through creation of a mission statement and company vision.  When to implement: immediate.  Estimated time to completion: Review and revise annually.  (I-3, P-1)
Contingency Plan: Certain employees, especially those with longer tenures, may not be receptive of a new company culture.  They may need to be forced into early retirement or moved into less visible or vocal positions.  If employees do not accept the new culture, they will be forced to accept no longer being a part of the company or a reduced or redefined role. 
a) The senior management team, led by Mr. Lefler, needs to first develop a vision for the direction of the division.

i) All departments will be involved in the company vision.

(1) Departments that have been uninvolved, such as Human Resources, Research and Development, and others will be included in the plan and required to actively promote and participate in the vision.

b) After developing a vision, the team needs to develop a mission statement.

2) Mr. Lefler must communicate these goals through action and active participation.  When to implement: After vision creation and annual revisions.  Estimated time to completion: Ongoing. (I-1, P-3, F-3)
Contingency Plan: If Mr Lefler does not actively communicate and exemplify the vision, Enerstasis CEO Warren Peters needs to be notified and needs to understand and address the situation.
a) After the company focus is established, the senior management must hold a series of grassroots meetings in which honest feedback will be solicited from employees at every level of the division.

b) These meetings should be led by a neutral party, with no secondary agenda except to obtain feedback as to what the problems are in each sector.

c) Mr. Lefler, Mr. Turner, and other senior managers’ role in these meetings will be that of facilitator.  The person leading this meeting will help the employees speak freely and take note of concerns and proposed solutions.

d) Open forum meetings should focus on one issue per meeting, on a monthly basis.  During the meeting, two to four employees will form an ad hoc committee to monitor progress and make suggestions.  This team will report directly to Mr. Lefler.  

i) The primary focus of these meetings will begin with customer service, cultural differences, communication, and conflict resolution.  Additional topics will be generated based on the feedback from the initial meetings.

ii) Action strategies will be formed based on employee feedback balanced with company goals.

3) It is also important to alter the mind-set of the employees. The employees need to separate from the old ways of doing things. However, changing the employee mind-set is the most difficult task for management. For example, it is not enough to ask the employees to become customer-centric overnight; they must be taught and led to facilitate customer focus.  In order for a cultural change to take effect, four things must happen – consistent role models must flow downward, change in incentive program in line with the culture, give the employees a reason to believe in the changes (how the change will help them individually to grow), and finally the employees must have the skills and management support to work under the new system.  When to implement: Gradually over the next 2 years.  Estimated time to completion: Ongoing.  (I-1, I-3, F-3)
Contingency Plan: In the event that the new culture is not actively promoted and embraced from the top-down in Enerstasis, this complete plan will need to be re-evaluated and the process started over from scratch.
Conclusion

Enerstasis’ goals are to increase production efficiency, integrate solutions to customer’s customization needs, provide excellence in customer care, comply with local government requirements regarding staffing, and to maintain high standards for quality for all product produced.  The steps outlined above will allow Enerstasis to focus on the customer and meet the company’s goals 
A. Dedicating salespeople to individual customers

B. Dedicating an engineering and production staff to custom designed units, while maintaining a standard production staff to accommodate clients without custom needs.

C. Creating a team of managers from a cross-section of all processes to monitor time and quality standards for the order process from customer order inception to delivery

D. Develop a multi-cultural hiring and promotions board, led by HR, to implement both cultural sensitivity and understanding training, and develop specific programs that will aid in making Enerstasis the employer of choice in the Malaysian plant.
E. Create a divisional mission statement and vision that will assist in focusing the goals and rewards in the minds of the management and employees of Enerstasis Base Station division.

F. Encourage and monitor management commitment to the change process.

Team Green believes that with dedication from the team at Enerstasis and commitment to the vision for change, Enerstasis will maintain its position as the benchmark in Base Station production.
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