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ABSTRACT 

Change has always been a constant in human affairs , and today it is one of the 

determining characteristics of our civilizations. The current research examined two 

different types of change and categorized them into opportunistic and crisis change to 

illustrate how large high technology manufacturing organizations have dealt successfully 

with change. Change as a strategic process is profiled throughout four case studies in 

which the author highlights common threads indicative of successful change. As a 

secondary part of this paper, the current author has partnered with a department within 

the Northwest Manufacturing Outreach Center (NWMOC) to advance an assessment 

tool. The primary objective of this was to gain insight on change and to implement an 

already existing assessment tool into an online version, and pilot this with an 

organization. The result of this project is aimed at increasing the utility , function , and 

efficiency of the electronic version of the NWMOC assessment tool. 
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Chapter I: Introduction 

Increasing competitiveness in world markets puts a higher premium on the 

continuous implementation of efficiency and innovation measures utilized by small and 

medium manufacturers. Maintaining a global competitive advantage is imperative for 

Wisconsin's manufacturers. 

The University of Wisconsin (UW) - Stout Technology Transfer Institute (STII) 

was established to promote technology transfer between UW-Stout and industry with the 

goal ofdriving modernization. The Institute, part ofUW-Stout's College ofTechnology, 

Engineering, and Management (CTEM), draws on Stout's impressive technical resources, 

including the expertise of its faculty, staff, and students and its well-equipped and 

diversified laboratories. These resources are made accessible to industry through STTI's 

technical centers. 

The UW-Stout Technology Transfer Institute with its internal partners consists of 

the following : 

• Center for Innovation and Development (CID) 

• Center for Performance Improvement (CPI) 

• Economic Development Administration (EDA) 

• Northwest Wisconsin Manufacturing Outreach Center (NWMOC) 

• Packaging Research and Development Center (PRC) 

• People, Process, Culture (PPC) 

• Risk Control Center (RCC) 

• Stout Advanced Management Assistance (SAMA) 

• Technical Business Incubator (TBI) 
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More specific to the purpose of this project, the internal organization this project 

will be teamed up with is the Northwest Manufacturing Outreach Center (NWMOC). The 

stated mission of NWMOC is to assist manufacturers in being as successful as possible. 

(NWMOC, 2005). 

Working directly with Larry Blackledge, a Senior Management Engineer based 

out ofUW-Stout, the current author will help to extend the quality of services NWMOC 

provides. Since 1994 when NWMOC was first established they have 

•	 Provided over 3,483 technical assistance activities to over 950 companies, 

•	 'Sponsored 350+ educational events, attended by 4,195 individuals from 

over 1,200 companies. 

•	 Achieved a Customer Satisfaction rating of 4.45 on a 5-point scale 

(5=velY satisfied). 

•	 Achieved client-reported impacts of over $156M. 

•	 Created or retained 2,208 jobs (NWMOC, 2005) 

Northwest Manufacturing Outreach Center (NWMOC) provides a wide variety of 

services to assist companies in their drive toward modernization (NWMOC, 2007) 

Whether it is a startup company that was referred to the service agency for financial 

planning or an established company that needs assistance with on-site re-engineering of 

its manufacturing operations, the objective it the same - improve productivity and quality 

by reducing non-value-added activities and applying proven technologies and best 

practices. 

NWMOC has created a strong relationship with manufacturers and strongly 

supports their growth by providing on-site operations assessments, seminars, technical 

assistance, and referrals (NWMOC, 2007). The center meets the wide range of client 
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needs through the expertise of its staff, access to the faculty pool ofUW-Stout and 

partnering technical colleges, and the resources of a consultant network that adds 

invaluable expertise and capacity to the program's technical assistance activities. 

Statement ofthe Problem 

This proposal will seek to enhance the current instrument used by NWMOC 

which will help to advance the quality, expertise, and efficiency of its staff. The 

Enterprise Discovery Guide for Executives (EDGE) survey is a discovery tool used to 

open discussion on the types of services needed for a particular organization. In utilizing 

this tool, NWMOC professionals can plot the map of action necessary for the 

organization to be competitive in the global economy. The standard used to measure 

success in this case would be economic/financial status ofthe company. 

Current issues with this instrumentation are as follows: 

• Data collection is slow, tedious , and inefficient. 

• Quality and a systematic process for administering the instrument is lacking. 

Purpose ofthe Study 

The proposed process of stage one involves advancing the development of the 

Enterprise Discovery Guide for Executives (EDGE) Survey by 1) inputting the short 

version and long version of the EDGE survey into an electronic survey program, 2) 

establishing an account for NWMOC and various project managers to enable use of this 

survey, 3) making the questions and format of the survey as user friendly as possible in 

the electronic survey, 4) defining a process and implement the survey utilizing an online 

process, 4) embedding a link on the NWMOC website to allow access to anyone 

interested in having their organization evaluated by this instrument, 5) pilot testing the 

implementation process within an identified NWMOC organization, 6) coaching project 
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engineer Larry Blackledge on the process for implementing the assessment tool, and 7) 

sharing the process and outcome of this project with the NWMOC team and providing 

appropriate training to designated users of this instrument. Enhancements will include: 

•	 Putting the EDGE survey into a computer-based survey system to allow for 

increased automation. Benefits include the following : 

o	 Instant results 

o	 Efficient analysis 

o	 Increased sample size 

o	 Allowing for electronic/web based access by installation into a survey 

management program 

o	 Automatic archiving of data 

o	 Automated and user friendly analysis through design of a spreadsheet 

•	 Allowing the project manager to send an email link out to potential organizations 

in which all they would have to do is click on the link, take the assessment, and 

the result would instantly be sent back to the project manager. 

•	 Creating an electronic web-based survey will advance the use ofthis tool by 

decreasing the amount of time to take the survey and decreasing labor involved in 

administering and analyzing the survey. Overall, the utility of this survey will be 

enhanced, giving the NWMOC professionals the information needed prior to 

entering into an organization. 

Benefits of this enhancement 

•	 Increased 

o	 Quality 

o	 Efficiency 
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o Utility 

o Volume of work that NWMOC can take on due to expediting this process. 
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Chapter II: Literature Review 

Change 

As Ecclesiastes solemnly pointed out, "men persist in disordering their settled 

ways and beliefs by seeking out many inventions" (Morison, 1966, p. 166). 

The point is very clear. Change has always been a constant in human affairs, and 

today it is one of the determining characteristics of our civilizations. "America is 

fundamentally an industrial society in a time of tremendous technological development" 

(Morison, 1966, 166). Thus, society is constantly presented with new devices or new 

forms of power that, in their refinement and advancement, continually bombard the fixed 

structures of our habits of mind and behavior. "Under such conditions, our livelihood 

depends solely upon how successfully we can become an adaptive society" (p. 166). 

"Due to increasingly dynamic environments organizations are continually 

confronted with the need to implement changes in strategy, structure, processes, and 

culture" (Armenakis, Harris, & Mossholder, 2000, p. 327). Many factors contribute to the 

overall effectiveness with which such organizational changes are implemented. 

Business turnarounds are remarkable efforts by all, but all too often they are only 

skin deep (Rucci, Kim, & Quinn, 2000). Management usually introduces a new strategy, 

speaks with great charisma about empowerment and customer focus, and emphasizes a 

great deal of attention on the workforce. Many of the non-managerial employees never 

really understand the point of all the activity or grasp their own role in the whole process. 

So once all of the hype has settled and the organization has resumed regular business, 

many companies fall back into the bad habits they once had. 
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It is important to understand that change is constant in an organization because 

the driving forces that influence an organization's operations are continually and 

inevitably changing. It is illogical to expect to design a static business model to support 

an organization's growth and longevity without assuming that the organization must 

continually evolve and change to adapt to the ever-changing environment. With change 

in the forefront, the following case studies in this literature will identify whether or not 

these organizations have processes/monitors that enable itself to recognize and anticipate 

changing social, environmental, customer, market and competitive dynamics and 

adapt/transform to change in order to stay competitive or to gain and sustain leadership. 

With this in the forefront, the focus of this paper will be directed towards the 

importance of having a change process in an organization. In doing so, the author will 

take more of an applied approach in which this body of literature will have less focus on 

academia-based knowledge, and more emphasis on real life applied practices. 

In demonstrating this importance, the author will investigate two different types 

of change environments and indicators associated with change. To make clear the 

importance of change, best practices by model organizations will be used as pertinent 

examples of how to successfully implement change. Special attention will also be given 

to high technology manufacturing as it will be relevant to the purpose of this research as a 

whole, and tends to be a faster-paced and more rapidly changing industry. 

In this early historical example, Morison will describe "identification" as a 

primary source of tension and conflict that can occur in society and organizations: 

In the years of 1864 to 1871 ten steel companies in this country began making 

steel by the new Bessemer process. All but one of them at the outset imported 

from Great Britain English workmen familiar with the process. One, the Cambria 
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Company, did not. In the first few years those companies with British labor 

established an initial superiority. But by the end of the 1870's, Cambria had 

obtained a commanding lead over all competitors. The President of Cambria, 

R.W. Hunt, in seeking a cause for his company's success, assigned it almost 

. exclusively to the labor policy. "We started the converter plan without a single 

man who had ever seen even the outside of a Bessemer plant. We thus had willing 

pupils with no prejudices and no reminiscences of what they had done in the old 

country." The Bessemer process, like any new technique, had been constantly 

improved and refined in this period from 1864-1871. The British laborers of 

Cambria's competitors, secure in the performance of their own original 

techniques, resisted and resented all change. The Pennsylvania farm boys, 

untrammeled by the rituals and traditions of their craft, happily and rapidly 

adapted themselves to the constantly changing process. They ended by creating an 

unassailable competitive position for their own company. (Morison, 1966, p. 

176). 

This example helps to illustrate how people identify themselves so deeply with 

their creations that their own satisfaction with this creation prevents them from being able 

think differently even if a certain problem or defect exists. They stay satisfied with this 

settled way oflife. With this track ofmind, people try to maintain this way ofunchanged 

life with minor modifications. The opposite end of the spectrum would be people that 

identify themselves with a rebellious spirit which is a common characteristic of a 

person's willingness to push for innovative ideas of change (Morison, 1966). In the case 

of the Pennsylvania farm boys, it is possible that they were driven by identifying with a 

competition to be better than the English workers . 
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The above historical metaphor can be applied to modern day capitalistic business. 

This early example illustrates historically the problems that organizations have had with 

reforming themselves and accommodating to change, without pain or conflict (Morison, 

1966). We are a society based on technology in a time of prodigious technological 

advance, and a civilization committed irrevocably to the theory of evolution. This means 

that we believe in change, and it is suggested that ifwe are to survive in good health, as 

phrased by Elting Morison, "we must become an adaptive society" (p. 166). 

Forces That Can Be the Root ofChange 

The only constant in an organization is change. Although many organizations 

attempt to keep up with the pace ofchange, very few are able to successfully adapt to the 

rapidly changing environment (Brown, 2005). The reason that this statement is true and 

will continue to hold true is because a capitalistic business faces many different types of 

forces /indicators that are constantly changing the dynamics ofhow and organization does 

business. Most of these are beyond the organization's control, and therefore, the 

organization has to accept that they will occur. A few important indicators that a 

business must always be aware ofthat will create change are 

•	 competition; 

•	 market dynamics; 

•	 customer expectations; 

•	 social, political, and economic conditions; 

•	 and of course, new, disruptive technology that introduces better cost 

performance, improved capability, or more productivity (Roy Bauer, 

personal communication, February 25,2007). 
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These factors are continuously changing and impacting the way organizations do 

business. Thus by assessing the "politics" of change, an organization can systematically 

take steps towards the desired goal/outcome of the change process (Harrison & Shirom , 

1999, p 112). It is important to identify these or other indicators impacting an 

organization but the most critical point to keep in mind is identifying whether or not these 

organizations (1) have successful processes to identify and monitor indicators of change, 

(2) have the appropriate processes to successfully integrate changes into an organization 

and (3) whether the organization can sustain those changes. 

Ziegenfuss Jr. (2002) also referred to these external forces outside the 

organization as an "external suprasystem." These external forces fall under a several of 

the following categories: 

• Economics 

• Politics 

• Technology 

• Social factors and demographics 

• Law 

• Education 

• Culture 

• ~atural resources 

• Globalization (Ziegenfuss Jr., 2002, p. 15) 

Opportunistic Change versus Crisis Change 

Bauer pointed out that there are generally two types of change: one is 

opportunistic change and the other is change due to a crisis (Roy Bauer, personal 
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communication, February 25,2007). The term opportunistic change refers to 

organizations that have affective processes that recognize their changing environments 

and respond to these changes proactively. A company that is successful and continues to 

be successful is able to recognize these indicators and implement strategies to influence 

the change advantageously for the company. These types of organizations are those that 

have reputations for sustaining strong business results of over long periods of time. 

Organizations with an opportunistic view have strong management development 

programs governed by a strong strategic vision/mission alignment. The organization is 

externally focused on customers, markets, and competition, but is internally aligned to 

drive to their strategic mission (Roy Bauer, personal communication, February 25,2007). 

Typically, these types of companies continually realign the organization to adapt to the 

external environmental changes they see happening. They have a strong strategic 

planning process that is dynamic, not just a once-a-year process that is put on the shelf 

after it is completed. Bauer called this dynamic strategic planning process "strategic 

management." 

The second type of change is crisis change. This type of change is rather self 

explanatory; it means that an organization will not adapt to changing conditions, or will 

not recognize changes until they experience a "crisis" situation in which then they are 

forced to implement change, or go out of business (Roy Bauer, personal communication, 

February 25,2007). Organizations that get themselves into a crisis have not yet 

recognized that their environment is continuously changing around them and have put 

themselves into a situation where they can no longer adapt, adjust, or "tweak" the 

organization to get back on track. They must go through some major, traumatic 

restructuring, a bankruptcy process, or be acquired. Fundamentally these types of 
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organizations tend to look at the specific area where they are lacking, and only focus on 

that changing aspect of the company. As a result, they may tum the company around fast, 

but the changes are never sustained, resulting in a complete restructuring of the 

organization. Crisis change organizations commonly hire external consultants to come in 

to restructure the organization. 

Addressing Change Systematically 

Both of the above types of changes require a systematic approach to deal with the 

changes that are going to be required in order to be successful. The dependent factor lies 

in whether the organization deals with change in an opportunistic view or crisis view. By 

identifying the characteristics of the organization and the change processes, a compilation 

ofbest business practices will be created to help illustrate strategies in dealing with 

change. 

Systematic change is very important for change to be installed successfully in an 

organization. The change must be based on the organization's business strategy and its 

business needs (Smith & Tesmer, 1995). This means that the executives and stakeholders 

must be convinced that the change will improve the organization's competitiveness and 

meet the desired need or outcome. For example, many organizations in the u.S. launch 

change efforts based on the criteria for the Malcolm Baldrige National Quality Award. 

A specific systematic approach commonly used is the Stakeholder Approach 

(Constituency Approach; Daft , 2001). This is accomplished by focusing on the 

organizational stakeholders. This approach is also referred to as externally focused. A 

"stake holder is any group within or outside an organization that has a stake in the 

organization's performance. Suppliers, creditors, employees, and owners are all 

stakeholders" (Daft, 2007, p. 69). Satisfaction of these groups can be assessed as an 
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indictor of the organization's performance, Each individual stakeholder will have a 

different criterion of effectiveness because oftheir differentiating interests in the 

organization. Recent research has identified indicators that illustrate each stakeholder and 

its criterion of effectiveness: 

Table 1 

Stake Holder Criterion of Effectiveness 

Stakeholder Effectiveness Criteria 

1. Owners 

2. Employees 

3. Customers 

4. Creditors 

5. Community 

6. Suppliers 

7. Government 

Financial Return 

Worker satisfaction, pay, supervision 

Quality of goods and services 

Credi tworthiness 

Contribution to community affairs 

Satisfactory transactions 

Obedience to laws, regulations 

Source: Daft,2007,p.69 

The strength of the stakeholder approach is that it takes a broad view ofthe 

effectiveness and examines factors in the organization as well as the current 

environmental factors. "The stakeholder approach is gaining popularity, based on the 

view that effectiveness is a complex, multidimensional concept that has no single system 

of measuring it" (Daft, 2007, p. 70). 

Case Study 1: General Electric 
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General Electric (GE), one of the strongest companies in the United States and the 

most valuable company in the world as measured by market capital, transformed the 

company in the early 90's through a systematic change process (GE, 2007). By the mid 

1990's the change process introduced by Jack Welch, Chief Executive Officer, (CEO) 

made GE successful. They have institutionalized this change process throughout the 

company which enables them to sustain a leadership position related to shareholder 

value. 

Before Jack Welch, GE was not a leader in innovation and growth. GE was a 

well-respected brand primarily in light bulbs and appliances (OE, 2007). In locations 

throughout GE, local managers were operating in an insulated environment with walls 

separating them, both horizontally and vertically, from other departments and their 

workforce. It was common place for employee questions, initiatives, and feedback to be 

discouraged. 

In the new technology-driven economy, Welch strived to create an open 

collaborative workplace where everyone's opinion was welcome. (Kotelnikov, 2001) He 

wrote this letter to shareholders: "If you want to get the benefit of everything employees 

have, you've got to free them - make everybody a participant. Everybody has to know 

everything, so they can make the right decisions by themselves. 

Change Acceleration Program (CAP) was first implemented by Welch to help 

drive change throughout the organization and to institutionalize this change (GE, 2007). 

He started with senior management training and development programs, then worked his 

way down to lower level managers with the tools and training needed to engineer change 

throughout the company. This was conducted through the OE Leadership Institute. 
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GEls core values and mission statement are so important to the company that 

Welch had them printed and distributed to all GE employees at every level of the 

company. Before the cards were given to the staff, GE had come to consensus on which 

core values it wanted to cultivate in its employees (Welch & Welch, 2005). A great deal 

of time was spent at GE's Leadership Institute and elsewhere deciding on what exactly 

those values would be. 

Continually evaluating and reassessing employee performance is a core HR 

process of GE. "The objective is to dismiss the lower 5-10% of employees performing 

under specified standards" (GE, 2007, p. 1). 

This type of assessment tool is one way that GE assures that employees adapt to 

the ever changing environment. Welch said that "If the rate of change inside an 

organization is less that the rate of change outside... their end is in sight" (Kotelnikov, 

2001, p. 1). 

GE's strategy was to achieve worldwide leadership in each of its businesses 

centers on five key growth initiatives. These are technical leadership, services, customer 

focus, growth platforms and globalization (GE, 2007) GE is obsessed with leadership in 

the next generation oftechnology. They are well positioned to drive growth for the future 

with technical excellence in each business by developing a global technical capability, 

increasing new product growth, and investing in global research. GE's key strength is 

their ability to conceptualize the future, identify "unstoppable" trends and develop new 

ways to grow. Growth is the initiative, the core competency, they are building at GE (GE, 

2007). GE's strategy can be summed up in this fine quote by Jack Welch himself; "While 

you innovate to improve cost, quality, and service, go beyond that. Take a new, hard look 
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at your market. Search out untapped opportunities; find new niches. Don't keep pounding 

out the same stuff" (Welch, 2005, p. 343). 

The company profile just mentioned is an extraordinary example of the 

opportunistic way of change. GE leads the industry in all of their businesses with regards 

to changing to meet the needs of the ever changing global world. This shareholder value 

based organization that Jack Welch has created has sustained long-term change. His 

approach to change through a very strong management development program has proven 

successful in developing great talents. GE's ability to conceptualize the future within the 

framework of their mission and core values is one of their most developed qualities. This 

ability drives the success of GE to be one of the most profitable companies in the world. 

Case Study 2: Kimberly-Clark 

Another company that has followed in the footsteps of GE is the well known 

company of Kimberly-Clark (K-C). Throughout its 134-year history, K-C has guided its 

company with a set of simple, yet insightful values established by their founders 

quality, service and fair dealing (K-C, 2006). These are the standards ofperfonnance by 

which their leadership and employees are measured. These values have helped establish 

K-C as a leading-edge global company that produces superior health and hygiene 

products used by families and professionals from all walks oflife and cultures world

wide. 

K-C employs more than 57,000 people worldwide, posting sales of nearly $16B in 

2005 (K-C, 2006). Headquartered in Dallas, Texas, with operations in 37 countries, K

C's global brands are sold in more than 150 countries . With well-known family care and 

personal care brands such as Kleenex, Scott, Andrex, Huggies, Pull-Ups, Kotex, Poise 
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and Depend, Kimberly-Clark currently holds the number one or number two share 

position globally in more than 80 countries. 

K-C's success stems from a process that recognizes insights of their customers, 

shoppers, and users and highlights innovative opportunities for improved products in the 

markets they serve. This has led them to the development of entirely new products, and 

also improvement of existing brands (K-C, 2006). 

Fair dealing, one ofK-C's values, is applied both to its customers and to its 

employees. Globally, K-C is committed to instilling a fair, respectful, and engaging work 

environment to stimulate a global team to thrive successfully and contribute to the 

communities in which they operate. A critical internal success factor is institutionalizing 

organization change as a result of new innovations that K-C brings to the market place. 

K-C has modeled a similar process to GE's Change Acceleration Process (CAP). 

K-C refers to this process as the Change Acceleration Process: A Model for Change. This 

process has seven significant steps which are listed below; along with a more thorough 

explanation. 

• Leading change 

• Creating a shared need 

• Shaping vision 

• Mobilizing commitment 

• Making change last 

• Monitoring progress 

• Changing systems and structures (Hershfield, 2007). 
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Leading change is the first step in the CAP which addresses sponsorship 

(Hershfield, 2007). Making clear the sponsorship of change is very important. Leaders 

must publicly and privately commit to making change happen. Leaders provide necessary 

resources and visible active public commitment to support change. This is the 

management component ofK-C's CAP process. 

Creating a shared need helps gives a reason to change, whether driven by threat 

or opportunity (Hershfield, 2007). It is a must to be instilled within the organizations and 

widely shared through data, demonstration, demand, or diagnosis . It is important to make 

sure that the need for change must exceed its resistance. 

Shaping a vision. The most desired outcome ofchange is clear and widely 
• 

understood and shared (Hershfield, 2007). The vision is now described in behavioral 

terms. The vision is now shared by everyone involved in the organization and the stage 

for change has been set. 

Mobilizing commitment. It is important to "mobilize" a strong commitment from 

key constituents to invest in the change, make it work, and demand and receive 

management attention (Hershfie1d, 2007). Key constituents agree to change their own 

actions and behaviors to support change. Early wins, a signal that successful changes are 

taking place, are encouraged to build momentum. 

Making change last. Once the change has begun, it endures and flourishes 

(Hershfield, 2007). Accountabilities are defined and the change is integrated with other 

key initiatives. New learning is transferred through the organization. The change is 

integrated with routine and standard business practices. Another term for this step is 

creating a learning organization. 
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Monitoring process. The progress is real , benchmarks set are realized, and 

indicators established to guarantee accountability are put in place (Hershfield, 2007). 

Having monitoring processes makes it easier to measure real progress. 

Changing systems and structures. To compliment and reinforce the change, 

modifications are made to the organizational infrastructure such as staffing adjustments, 

development programs, new performance measures, rewards and recognition linked to 

the new initiatives, communication, organization design, information systems, and 

resource allocation (Hershfield, 2007). 

This process has helped K-C to be able to capitalize on their innovations by 

quickly changing the organization to adapt to the new innovations (Hershfield, 2007). K

C has a special quality: their team of innovators from around the globe work together 

with one goal in mind - "transfonning insights gained from customers, shoppers and users 

into new-to-the-world product solutions" (p. 2). The company profile ofK-C illustrates 

another form ofopportunistic change which has once again proved to be successful. 

After summarizing two companies that practice opportunistic change within their 

organization there are three common characteristics of these two successful companies: 

•	 All actions are driven by a strong focus on mission, values, and goals and 

a shared vision by all employees. 

•	 There is an ongoing process to monitor external market, customer, 

competitive and industry dynamics, watching for signals of change. 

•	 They have a process to drive and institutionalize change internally within 

the organization. 

Next , an exploration of two companies who successfully maneuvered through 

crisis situations will be profiled. 
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Case Study 3: IBM 

For the longest time, IBM was been the most fascinating company in the world. It 

was impeccable from many different standpoints such as its global reach, its consistent 

growth, its avant garde development ofcomputers, its renowned policy ofleaders, and 

lasting jobs (IBM, 2007). IBMers were a cult unto themselves. By the end ofthe 1980's 

IBM employed over 300,000 workers in global manufacturing, product development, 

marketing and service, as well as support roles, and held a commanding and dominant 

position in the marketplace. IBM was truly a juggernaut - an elephant of a company in 

the high technology marketplace 

Now follows the same old story. IBM became too large too quickly, got sloppy, 

and it bureaucratically became too layered (Gerstner, 2002). IBM became way too 

comfortable with its ways of doing business and way too arrogant about its position in the 

market. It lost focus on markets, on what customers wanted, and on competitive threats 

from new, non-traditional emerging sources oftechnology like Ethernet networks and 

Microsoft PC software. There was a saying among ChiefInfonnation Officers (CIOs) in 

the industry that you never get fired for selecting IBM. IBM, itself, believed that its 

products were so superior to everyone else, that they would naturally be accepted by 

customers - truly an internalized view of the market - a product driven company. By the 

early 1990's the once revered company was in disarray and a desperate Board of 

Directors was once again looking for a new CEO who could save the IBM by turning the 

company around. Those CIO's who espoused the IBM mantra of equipment were getting 

fired. 

Who Says Elephants Can't Dance? is an account of IBM's historic turnaround told 

by Louis V. Gerstner, Jr., the chairman and CEO ofIBM from April 1993 until March 
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2002 - the person appointed to save IBM. Gerstner led IBM from the brink of bankruptcy 

and mainframe obscurity back into the forefront of the technology business (Gerstner, 

2002). In crisis mode, Lou Gerstner transformed IBM from a company who derived most 

of its $80B revenue from manufacturing hardware and software solutions to a service 

company, providing information technology consultive services . In doing so, the IBM 

employee base was reduced by over 100,000, and many of those remaining were 

retrained into consulting services personnel serving the high-tech sector. 

When Gerstner came on board, the conventional wisdom from both industry 

pundits as well as many IBM insiders was that the only way to save IBM from eventual 

disaster was to break it apart. But Gerstner looked beyond this advice and opted to 

preserve the real strength he believed IBM brought to customers. One of IBM's basic 

beliefs that the company was founded on 80 years earlier was "Best Possible Customer 

Service." Gerstner's decision to keep the IBM together and teach the elephant to dance 

was the strategic decision made to save IBM (Elenburg, 2003). 

Gerstner realized that IBM had an exclusive quality unequalled by any other 

technology related company in the world (Gerstner, 2007). IBM had a massive core of 

top-quality people, and Gerstner knew he could capitalize on that skill ifhe could get the 

organization behind him. It was this unique value proposition that would enable him to 

bring IBM back from near extinction. But to accomplish this, IBM needed not only a 

corporate makeover, but also a complete restructuring. A massive, difficult, and painful 

reengineering feat was required to get the insular IBM to focus on bringing value to the 

customer in the marketplace. Ultimately, this led to the "new" IBM. 

Gerstner had experience in strategy consulting, consumer goods and financial 

services marketing background prior to joining IBM as a "Change Agent". He was the 
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first non-IBMer to take the CEO position in a company known for its overwhelmingly 

strong culture and its "promote from within" approach, reinforced by decades of strong 

management training programs where the culture was institutionalized into multiple 

levels ofmanagement. He managed through a real, sound, true alignment of strategic 

issues. Gerstner did this by operational behaviors and conununications, to make IBM (at 

the time, heavy administrative, technology-breakthroughs focused, geographically

divided multinational) a customer satisfaction, market-driven services transnational 

company. IBM is still today's leading services corporation worldwide. IBM transformed 

itself into a service company that grew revenues beyond what it was as a manufacturing

centered company (IBM, 2003). 

Throughout his book, Gerstner (2007) emphasizes the following: 

•	 Communication, "say what you do, do what you say" is his motto at all levels: 

cross-departmental, cross-borders, bottom-up, top-down, internal-external; 

•	 Constant competitive analysis or benchmarking; for example, the way IBM 

could generate enough free cash-flows (the only real performance indicator in 

the corporate world, according to Gerstner) was basically to optimize its cost 

structure against the competition's cost structure; 

•	 Transferring research and development patents into disruptive market 

innovations (those innovations that change the status quo and provide a 

competitive advantage) that serve customer's needs; 

•	 Avoiding corporate inertia, fancy titles, and "sit-and-watch" jobs ; a good 

strategy can not work without a perfect execution- break down the 

bureaucracies within that fight to maintain the status quo. 
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Though IBM's competitive edge is constantly challenged, it is currently 

unmatched in many business areas it serves, thanks to its one-stop service shop created 

by Gerstner (IBM, 2003). This story is a great example of how an organization took 

advantage of the competitive market forces which in turn allowed them to drive 

technological innovation. 

Gerstner's restructuring of IBM was all about implementing a systematic process. 

(2002). His whole approach was to drive the company from the customer's view and turn 

IBM into a market-driven rather than an internally focused, process-driven enterprise 

which worked. It was all about execution -- and honest ways to measure its effectiveness 

Gerstner's view on culture was that it was not just one aspect of the game, rather 

it is the game. (Gerstner, 2002). In the end, an organization is nothing more than the 

collective capacity of its people to create value. Gerstner's most important and proudest 

accomplishment was to institute a culture that brought IBM closer to its customers by 

inspiring employees to drive toward customer-defined success (IBM, 2003). 

This company turnaround went from a severe crisis situation in which IBM 

became overly comfortable with its dominance in the market they served and lost sight of 

its basic customer values, to a company on the brink of bankruptcy (Bauer and Tang, 

2005). Through a strategic view of what the company could be (vision) and rapid 

execution of those elements requiring urgent change, IBM was able to rebound with great 

resilience and regain its reputation in the businesses in which it serves . Staying aligned to 

their strategic mission, leveraging its employee base, and creating a culture that supports 

customer focus was vital in the restructuring and success of IBM (Bauer, Collar, & Tang, 

1992). 

Case Study 4: Pemstar Inc. 
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The next case study, Pemstar Inc., was a recent account of an executive going 

through change in an organization, using proven techniques, and successfully returning 

the company back into a profitable state. Roy Bauer, the contact person for Pemstar Inc is 

a professional in the field of information technology, strategy, and quality consulting. 

(Roy Bauer, personal communication, February 25, 2007). Bauer has a rare quality that 

differentiates him from most others who advise on organizational change - he has lived it. 

With his experience, he has developed change strategies for organizations and leaders, 

and successfully tested these with many companies (Minnesota Council for Quality, 

2005). Roy Bauer shared some ofhis experiences in effective leadership, strategy 

development, change process, and quality improvement to emphasize that the only 

constant in an organization is change itself. 

Pemstar Inc was formed in 1994 by seven ex-IBM employees to provide contract 

manufacturing outsourcing services for companies (Roy Bauer, personal communication, 

February 25, 2007). Their "niche" in this already well established market was to provide 

manufacturing services for Precision Electro-Mechanical (PEM) devices, the genesis of 

the company having hard disk drive manufacturing experience - hence the name Pemstar. 

These types of products were more "industrial" low to medium volume products versus 

high volume consumer products. These product types typically had more profit 

opportunity for Pemstar. 

A significant differentiator for Pemstar was that they not only offered 

manufacturing outsourcing, but also offered product development outsourcing. They 

could take a concept from a customer, develop it, launch it into manufacturing, and 

manufacture it anywhere in the world (Roy Bauer, personal communication, February 25, 

2007). The company's vision was "concept to customer" to reinforce their capabilities 
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and their differentiator in the marketplace of contract manufacturing. The value of 

offering product development capability was that it could be sold at higher profit margin 

than the razor-thin margins of manufacturing-only products. Pemstar enjoyed higher 

margins overall from those customers who had products developed and manufactured by 

Pemstar. 

From 1994 to 1999, Pemstar grew rapidly, establishing manufacturing 

capabilities in America, Mexico, Europe, and Asia (Bauer, 2006) . Their revenues in that 

time grew to over 600 million dollars annually. Pemstar went public in 2000 and traded 

on the NASDAQ exchange. At that time, Pemstar had 14 manufacturing locations 

worldwide and a major product development capability in all three geographic regions, 

Americas, Europe, and Asia. 

•	 By 2001, Pemstar's revenues grew to over $700 million, then the "tech downturn" 

hit the industry, and although Pemstar was able to sustain slight top line revenue 

growth over the next three years, it could not sustain its profitability and began 

showing quarterly losses (Roy Bauer, personal communication, February 25, 

2007). During 2001 - 2004, Pemstar only had one quarter of profitability and that 

was just above break even. The stock fell from a sustained level of $10-S15 (was 

$25 at its highest in 2000) to $5 then to $2 then to $.75 at its lowest point when 

some "accounting irregularities" surfaced in its Mexico facility and Pemstar had 

to restate its quarterly earnings for 2003 and was de-listed on NASDAQ until the 

earnings problems were cleared up. The problems that created an unprofitable 

Pemstar company include the following: (Roy Bauer, personal communication, 

February 25, 2007). 
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• Pemstar had lost some key management in the product development business and 

had lost the marketing focus there. 

• Product development revenues dropped and in the US and Asia and product 

development began to lose money, Pernstar had grown its global "footprint" of 

sites faster than it could grow its customer base, and therefore had a combination 

of underutilized sites, and a few sites that had a history of underperforming, 

• Pemstar had, in the high growth years of the mid to late '90s, started doing 

business with start-up companies in the optical technology marketplace. By 2001, 

when the "tech-downturn" happened, the optical market took a big hit, and many 

of these start-ups went bankrupt, leaving Pemstar with bad accounts receivables 

and large amounts of surplus inventory, both of which they had to write-off as 

business losses. 

• Pemstar had lost its focus on its core business of precision electro-mechanical 

device development and manufacturing and had a number of large consumer 

electronic companies that it was manufacturing high volume products for at razor

thin margins. 

• The CEO who started the company and was key to the high growth years was 

incapable ofmanaging the current size of the company. He thought he could pull 

the company out of the red by continuing to push growth and doing the things that 

led to the success in the 90's. He also would not take decisive action on 

underperforming locations and/or problem customers. 

• The Pemstar Board of Directors liked the CEO, and felt they could develop and 

train him to be successful. They also had difficulty gaining consensus that change 

was needed at the top. 
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By late 2004, Pemstar was on the edge of filing bankruptcy (Roy Bauer, personal 

communication, February 25, 2007). Cash flow was a significant problem as well, 

making it very difficult to pay suppliers in a timely manner. This, in-tum, led suppliers 

to withhold shipments until they received payment, or demanded payment in advance of 

building parts . Cash was allocated every day by the senior executive team working with 

our lending institutions. The Governance Committee, chaired by a relatively new Board 

member with industry experience, decided to make a significant change in the 

management structure. They took the Chief Operating Officer (COO) of the company, 

Roy Bauer, who had been running the manufacturing operations for about one year after 

firing the prior manufacturing operations manager, gave him finance, human resources 

(HR), information technology (IT), product development, and sales and marketing, in 

addition to manufacturing, made him the President and charged him with turning the 

company around as quickly as possible. The CEO was made CEO and Chairman of the 

Board, with only Corporate Legal reporting to him. Instead of splitting responsibilities, 

Bauer now had all the resources required for operating the company under his 

management responsibility. 

Bauer took a number of swift actions beginning immediately in January, 2005 

(Roy Bauer, personal communication, February 25,2007). First, he called a management 

meeting of the senior leaders ofPemstar. In that meeting he took three major actions . 

First, he reorganized into three regional Vice Presidents of Manufacturing - one for the 

Americas , one for Asia, and one for Europe (product development in Europe reported to 

this person also). He also put a new person in charge of product development in US and 

Asia. In addition, he combined HR and IT under an experienced Vice President. Finally, 

he reaffirmed that the senior leadership team agreed to the mission, vision, and core 
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values of the company and agreed to "get back to the basics" contained within those 

guiding principles. 

Following are actions that Bauer took to help restore Pemstar (Roy Bauer, 

personal communication, February 25, 2007) : 

1. Established a plan to turn the company around in six to nine months and show a 

profit that would be sustainable quarter on quarter. The core of this plan was to 

a. Eliminate those locations that consistently had been underperforming. 

b. Eliminate those locations that were not contributing to the vision/mission 

2. Identified overhead costs that could and should be eliminated to reduce Sales, 

General and Administrative expenses (SG&A) 

3. Evaluated the customer portfolio and determine what customers should 

a. Be repriced 

b. Be eliminated because they did not fit the business model and 

direction 

c. Be eliminated because they are not a strategic fit 

4. Restructured the sales team and incentives to refocus on selling product 

development services that flowed into manufacturing opportunities. At this time, 

most of the sales effort was on selling manufacturing only. The team in Europe had 

been successful in leading with product development, so Asia's and America's teams 

were reorganized around the European structure. 

5. Identified the most critical customers, suppliers, and other stakeholders like 

investors and analysts and targeted communications to each of these groups to let 

them know Pemstar's plan, estimated targets, and to enlist their help and support 

through this time. 
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6. Put together an employee communication package to enlist their help and support 

and identified critical people that Pemstar wanted to assure it retained and targeted 

them with retainment packages such as stock options, bonuses tied to goal 

achievement, etc. 

7. Built a financial model based on the above action plans that would predict when 

Pemstar would turn the company around given accomplishing these actions on 

schedule. 

8. Perhaps the most important thing Pemstar did as part of that three-day meeting 

was to put the framework of a longer term strategy in place. Up until that time, 

Pemstar did not have a strategic planning process or a longer-term view ofwhere they 

were going. Fortunately, Bauer, as COO, began to develop a strategic plan the prior 

year, so the basics were in place to be able to agree to a set ofstrategic objectives. 

What was most important about this is that the team could now take a set of short 

term actions in the context of a longer term vision of where Pemstar wanted to be in 

two to three years. There were short-term cost improvement actions that could have 

been taken to help get back to profitability, but would have damaged the long-term 

direction. For example, in the US, product development was losing money. They did 

not have enough work to sustain all the high-priced development people. The Chief 

Financial Officer (CFO) said Pemstar should just eliminate this organization and the 

associated losses. The implication of doing that, however, would be that the company 

would no longer be working toward the vision and mission that the senior executive 

team all agreed to. This would result in forcing Pemstar down a different path to 

success or on a quicker road to bankruptcy. 
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Fundamentally, the outcome of the senior leadership three-day meeting resulted in 

Pemstar becoming realigned with its vision and mission which help to gain the support of 

all the key stakeholders in the plan. 

From that point in early 2005, the goals were clear, the action plans defined, and it 

became the charge of the senior management team to carry out the actions swiftly and 

with excellent execution (Roy Bauer, personal communication, February 25, 2007). 

Through the next few months, weekly and bi-weekly communications of progress and 

status were held with employees to keep everyone up to date and energized, as well as to 

ward off negative press Pemstar was receiving from competitors and/or industry analysts. 

It was important to keep morale in line and give the employees a sense that Pemstar could 

turn itself to profitability. Similar status communications were given to industry analysts, 

key customers, and the stockholder community. Each quarter, the senior team met to 

evaluate the course and direction and assess if their plans needed modification. lt is 

important also to note that while there were adjustments made to plans, the company 

"stayed the course" on its overall restructuring actions during this time. 

By mid-year 2005, Pemstar earnings were still unprofitable (six months after 

restructuring started), but Pemstar was on-plan with its restructuring actions. According 

to Bauer (personal communication, February 25, 2007), in six months, Pemstar had 

•	 Eliminated 6 of its 16 sites and added two new sites for strategic purposes, one in 

the US and the other in Eastern Europe, 

•	 Taken out $20M in overhead expenses 

•	 Eliminated over 30 customers that were either profit problems or non-strategic. It 

is important to note that in this time, Pemstar worked closely with each of these 

customers to ensure a palatable transition and help the exiting customer maintain 
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their continuity of supply. During this action, Pemstar did not have a single 

customer complaint. 

•	 Repriced certain customers who were strategic, but were unprofitable. Again, this 

action was completed to the satisfaction ofboth Pemstar and the customer. 

In July of 2005 Senior Management saw that the gap between actual profit and 

loss and its financial model ofexpected profit and loss was stabilizing and not continuing 

to close (Roy Bauer, personal communication, February 25, 2007). The senior team got 

together and took an additional round ofbelt tightening and cost cutting. At the end of 

September quarterly earnings (nine months), Pemstar had still not shown a profit. 

The board of directors then decided to bring in a banking consultant organization 

that had been talking to a few of the board members and had convinced them that they 

could help Pemstar 's tum around (Roy Bauer, personal communication, February 25, 

2007). In a board meeting in October, they presented their analysis stating that Pemstar 

should begin bankruptcy proceedings because the financial modeling the senior team was 

doing was leading to the wrong conclusions and that Pemstar could not get back to 

profitability. 

Bauer presented his case showing that Pemstar should expect to see a profit in the 

current month (October) and show its first profitable quarter in December (Roy Bauer, 

personal communication, February 25, 2007). Over the last six months, Bauer had 

completed an alternative financial model of the tum-around plan working with a friend 

who was a PhD candidate at Massachusetts Institute ofTechnology (MIT). This MIT 

model reinforced the Pemstar internal model but showed a delayed turn-around ofone to 

two months because of the additional actions that had to be taken in mid-year. 
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In a controversial vote, the board voted five to four to give Bauer another quarter 

to see the Pemstar plan through (Roy Bauer, personal communication, February 25, 

2007). Two or three weeks later, the October results showed a profit consistent with 

what Bauer had told the board. At the end of the quarter in December, Pemstar 

announced its first quarterly profit in three years, and proceeded to have five more 

successive quarters of profitability that improved each quarter to the point where 

Pemstar's gross margins were second in the industry and fast approaching leadership. 

Product development achieved growth and profitability, and Pemstar, while reducing its 

number of sites, kept its global footprint. During the restructuring, and even after 

eliminating 30% of its customer base, Pemstar grew revenue from $700 million to almost 

$900 million. Pemstar's stock price went from $.75 per share to $4.30 per share over the 

next two years, adding significant stockholder value. 

What were the core lessons learned from this Pemstar leadership team? 

•	 Take swift and decisive actions to reduce expenses . 

o	 Eliminate consistently underperforming sites 

o	 Reduce excess capacity to improve efficiency 

o	 Reduce SG & A (overhead) 

•	 Customer portfolio must support the targeted markets, mission and vision of 

the company. 

o	 Eliminate customers who do not fit the companies vision/mission/markets 

o	 Eliminate or reprice unprofitable customers 

•	 Short term actions must be done in the context of a strategic longer-term plan 

that supports the vision and mission of the company. 
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•	 The importance of aligning the organization, the resources , and priorities to 

vision and mission. 

•	 Engaging the key customers and other stakeholders (suppliers) in plans and 

status. 

•	 Modeling the restructuring actions and expected results. 

•	 Staying the course on key decisions. 

•	 Engaging the people to achieve needed goals and objectives and maintaining 

constant communications on progress. 

Pemstar has not lost money in any quarter after that (Roy Bauer, personal 

communication, February 25,2007). In January, 2007 Pemstar Inc merged with a larger 

contract manufacturer named Benchmark. This was a further strategic move made by 

Pemstar and Benchmark to leverage size and global footprint and become a larger force 

in the marketplace. The new company, Benchmark, continues to be the most profitable 

company in the contract manufacturing market. 

Thus far, this paper has analyzed four case studies of companies going through 

change and dealing with changing environments. Ofthese case studies, two companies, 

Kimberly-Clark and General Electric, have implemented systematic processes to manage 

continuous change. The other two companies, IBM and Pemstar, were forced to make 

dramatic change because of business problems. 

Common Elements ofWhy Companies Get in Crises: IBM and Pemstar 

•	 These companies lost focus on vision and mission and deviated from what the 

company was founded on. It can be acceptable to move away from the 

mission and vision of the company ifit is done intentionally to shift the 

company into different direction. However, in these two cases (IBM and 
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Pemstar) the company migrated away from its vision and mission without 

intentionally doing so or knowing. 

•	 They lost focus on their customers, markets, industry, and competition and 

became internally focused. 

•	 If one analyzes IBM and Pemstar deeper , flaws in the strategy process will be 

found. In the case of IBM, the strategy process was an annual process out of 

the touch with the changing market place. In the case of Pemstar, there was an 

absence of a long term strategy in place. 

Common Elements ofOpportunistic Case Studies: GE and Kimberly-Clark 

•	 The company strategy and management processes are driven by a strong 

external customer and market orientation, which is continuall y reinforced 

throughout the organization. 

•	 These organizations are always implementing external scanning processes that 

continuously evaluate the changing market, industry, and competitive 

conditions. Recognizing subtle changes in the environment and making shifts 

in the organization structure is referred to as strategic management, which 

essentially means having processes within the company to keep an eye on the 

ever-shifting market, industry, and competitive environment to identify 

opportunities to capture before the other guy - maintaining a competitive 

advantage. 

•	 These two example case studies exhibited systematic and ongoing process to 

change and modify the organization structure, vision, mission, or goals to 

adapt to changing market conditions. GE and K-C are continually re-assessing 

and re-affirming their vision, mission, and values to make sure they are 
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aligned with the organization and that these companies define and maintain a 

"constancy of purpose" when making change. 

The next question involves analyzing the common characteristics of those high 

technology manufacturing companies evaluated that have enabled them to successfully deal 

with change. 

•	 They have implemented excellent processes for continuously scanning for 

market, industry and competitive dynamics. Typically, new technology 

companies have built themselves on this premise, but as they mature andlor 

grow the tendency is to get away from the external view and get too 

internally product and technology focused. 

•	 They have very good product development processes and launch processes 

that result in rapid time to market and streamlined manufacturing. High 

technology organizations usually are pursuing projects that are using leading 

edge technology which adds a great deal of risk to the business. With product 

cycles continuing to shorten (i.e. cell phones), migration strategies are needed 

to advance product life well after the initial product introduction. The key is 

to get to the market quickly with new products and technologies before the 

competition. These products can command higher margin and pay for the 

technology investment. Then to ensure success, product development must 

follow up with product enhancements with reduced cost. This makes it 

harder for those competitors who follow with competitive products to recoup 

their costs. Attempting to advance these products is a continuous cycle with a 

lot of pressure on cost, especially if it is consumer related product or highly 

competitive. In addition to the high technology manufacturing, when the 
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manufacturing aspect of the operations is outsourced overseas , much more 

complexity is added to the organization's supply chain and ability to react 

quickly to changing conditions. 

•	 They have a strong leadership team with synergistic managerial, market 

strategy, technical skill, process orientation and the ability to inspire people to 

achieve desired goals without fearing the changes that will impact them. 

Many times senior management teams who started the company did not 

recognize they could not handle the company as it grew and/or matured. 

They want to keep doing the same entrepreneurial things they did to establish 

and grow the company, but they do not recognize that different approaches 

and different skills may be required. More structure and process is needed to 

keep alignment to goals and maintain effective cross-organizational 

communications. 

•	 Successful high tech companies are able to retain talent and develop 

management from within, as well as recruit and attract strong talent from the 

outside. It is always a good idea to develop about half of the management 

from within the organization and the other half of the people from the outside 

with the managerial experience needed (Roy Bauer, personal communication, 

February 25,2007). 

•	 This enables the organization to keep a pulse on what is going on outside the 

company and yet maintain structures and culture that are effective inside the 

company. In the case of IBM, one of the reasons why they got in trouble was 

because they had a practice of "promote from within," causing, over time, a 

strongly internalized organization (versus externally focused) . 
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•	 They have effective processes to engage the employees in the organization to 

get the most of each employee in terms of commitment, loyalty, and 

enthusiasm. They also have strong employee training and development 

programs geared toward providing as much information as possible related to 

the mission and strategic goals of the company, customer orientation and 

management development. 

•	 The organizational structure of successful high tech companies tends to be 

flat, with minimal layers of management, and a minimum amount of 

bureaucratic staff (versus line management) structure. Successful high tech 

companies know how to build infrastructure in the company (communication, 

cross functional working relationships) without it becoming too bureaucratic. 

One sign of creeping bureaucracies in an organization are structures like 

program offices, coordinators, and administrators. Bureaucracies tend to 

become self-sustaining and create too much unaffordable structure. This is 

why maintaining a strong external scanning focus is so important. It helps 

determine what is needed internally to really achieve goals and service the 

customers and market. 

These case studies highlight the essential organization factors important in 

establishing and/or growing a successful manufacturing organization. The concepts 

described here have been proven to work whether the company is in crisis or has an 

opportunistic view of changing environment. 
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Chapter III: Methodology 

The customized process utilized by Northwest Manufacturing Outreach Center 

(NWMOC) begins with the implementation of the Enterprise Discovery Guide for 

Executives (EDGE) Survey that assists businesses exploring their current environment 

through carefully selected indicators that illuminate areas for opportunistic change. 

Further refinement of an the existing EDGE Survey is of primary importance of 

this project, as it serves as a foundation for discussion and planning training and technical 

assistance between the business and the NWMOC Project Manager. 

The purpose of the EDGE survey was to provide an opportunity for the consultant 

to 

•	 initiate and build a strategic relationship with the CEO and leadership team 

•	 help clients discover their current reality 

•	 recognize their opportunities for systemic change/improvement 

•	 determine a suitable course of action 

•	 help the consultant understand their client's vision, goals, and their capacity and 

willingness to change, and offer professional guidance, coaching and consulting 

services 

•	 enable the capture and sharing ofknowledge about best business practices that 

will help clients grow and prosper. 

Subjects 

The production manager from Oxbo International Corporation has agreed to take 

the electronic EDGE assessment. Oxbo International Corporation seeks to develop 

manufacture and supply specialized agricultural equipment for niche market agribusiness 
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worldwide (Oxbo, 2007). Presently, Oxbo equipment serves these areas of agricultural 

production: 

• Vegetables and Seed 

• Citrus and Berries 

• Vineyard 

• Application and Forage 

The Oxbo mission is to supply technologically advanced equipment to give 

producers the ability to reduce their labor needs, increase efficiencies and boost profits 

(Oxbo, 2007). 

Instruments 

The EDGE Survey was developed by a team of experienced business people and 

manufacturing specialists from many Manufacturing Extension Partners (MEP) across 

the country. The EDGE survey addresses best business practices that have proven 

essential and valuable to small manufacturing enterprises or SMEts. The 360vu EDGE 

standard version consists of a set of26 data questions plus 120 assertions about best 

business practices, grouped into 12 sections or functional areas of a typical SME 

organization. Many of the assertions apply to all functions of the company, and provide a 

holistic view of the entire organization. Content is based upon consultants' collective 

expertise in helping small U.S. manufacturers adopt best business practices to achieve 

profitable growth and global competitiveness. The Enterprise Discovery Guide or 360vu 

EDGE is the full version designed to address all aspects of the enterprise - its leadership, 

financial and operations management, business processes and operating practices, 

technology, organization culture, business information and people systems. The 
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discovery guide serves as a gateway to co-discovery, relationship building, and 

collaborative enterprise development. 

For the purpose of this applied project the EDGE Executive version will be used 

as the primary survey instrument. This survey is a short 37 assertion utilized by NWMOC 

because it is much shorter, relatively simple to use, and would still reveal areas in need of 

improvement. If a more comprehensive diagnostic tool was needed for a particular area 

such as lean manufacturing, marketing and sales, financial management, new product 

development, etc. the consultant would proceed from these discovery results. 

Respondents of the EDGE survey answer whether they agree or disagree with the 

assertion as it relates to their company, and then indicate its relative importance to their 

company. Thus, the repondents determine the extent to which their company uses these 

best business practices, and also determine the relative importance to their business and 

organization. The consultant may also help the respondent to understand the assertion 

and the business practice, and may challenge or validate the responses. 

The scoring was devised to identify "Red Flag" areas; i.e. where the company was 

not following best practices that they themselves regard as important to organizational 

health . The threshold levels for Red Flag were established on what appears to be an 

arbitrary basis as it points out a few, rather than many, areas to focus on for 

improvement. The whole exercise is intended to be an enlightening learning experience 

for the company, getting company management to focus on those areas that they deem 

most important. The value of EDGE was to assist in discussions about how the company 

wanted to address the opportunities for improvement. 
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The whole idea was to help the company ' discover ' for itself how they were 

performing based upon their own perspective - that is, a discovery tool rather than a 

diagnostic tool in the hands of an outside consultant. 

The EDGE is the standard instrument used by NWMOC consultants to serves as a 

foundation for discussion and planning training and technical assistance between the 

business and the NWMOC Project Manager. This exact form of the survey has been 

formatted and inputted in an electronic survey program provided by UW - Stout. By 

contacting the administrator of the Survey Management program at Stout, a usemame 

and login was created which allowed the creation of the New EDGE Survey (See 

Appendix A). 

Procedure 

With the new EDGE Survey installed into an online survey, the next step was to 

identify an organization to pilot the electronic version of the survey. Larry Blackledge, 

senior management engineer and project manager, identified an organization by the name 

ofOxbo International that has recently sought the assistance ofNWMOC and will be 

taking the EDGE Survey. At this time, an email link is sent to the CEO/executives to 

notify them of this survey tool and give them the option to choose to be assessed which 

will in turn give the project manager at NWMOC a briefing on what services the 

organization will need. As a result of taking this, the survey will identify points of 

conversation for the consultant to talk about with the organization executives. 

Data Analysis 

Once the survey is taken, an email will be sent to notify NWMOC that an 

organization member has taken and finished the survey. The results are then exported out 

of the survey program into an Excel spreadsheet (See Appendix B). This contains the 
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company information and all other raw data such as what the respondent chose (strongly 

agree, don't know, agree, does not apply etc.) and is recorded in its appropriate cell as it 

was answered exactly by the participants. 

When the survey has been taken, and the project manager gets the raw data that 

has been retrieved from the survey management program, and proceeds to copy using the 

copy function on a personal computer. Once all of this data is copied, it is pasted in the 

first cell of the Scoring Worksheet that Larry Blackledge and the current author created to 

handle all other analyses need to get the final results. With this information pasted in the 

first cell on the first sheet named "Enter Raw Data" the rest ofthe calculations will take 

place automatically within the Excel document with the results being generated on the 

last two sheets of the Excel sheet named "Results and Performance" charts. The results 

page will give the consultant individual results per question answered and the 

performance chart will give the consultant an overall view of the assessment ofthe 

company. 

All cells are properly referenced and formulas are appropriately assigned to 

completely automate this whole process. The statistics involved were simply averages, 

weighted averages, and assigned weights per individual question. Due to the uniqueness 

of the calculations in this survey it was best to make this sheet as error proof as possible. 

The whole process takes less than one minute to get a complete results and performance 

chart finalized for the consultant. 
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Chapter IV: Results 

The fundamental premise of the project was to increase the quality of the existing 

tool used by the project managers within NWMOC. To meet the criteria of increased 

quality, several enhancements have been made. These include 

o	 Instant results 

o	 Efficient analysis 

o	 Increased sample size 

o	 Allowing for electronic/web based access by installation into a survey 

management program 

o	 Automatic archiving of data 

o	 Automated and user friendly analysis through design of a spreadsheet 

In general, the primary function of the EDGE long or short version is for project 

managers to be able to help customers to self-discover their level of performance based 

upon their own perspective - that is, a discovery tool rather than a diagnostic tool in the 

hands of an outside consultant. This exact form of the survey has been formatted and 

inputted in an electronic survey program. 

With the new EDGE Survey installed into an online survey, an organization that 

has recently sought the assistance ofNWMOC will be taking the EDGE Survey. At this 

time , an email link is sent to the CEO/executives to notify them of this survey tool and 

allow them to click on a link to give them instant access to the tool. As a result of taking 

this, the survey will identify pivotal points used as a basis for opening dialogue between 

the consultant and organization executives as they prepare to begin the process of 

strategic planning. 
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Once the survey is taken, an email will be sent to notify NWMOC that an 

organization member has taken and finished the survey, The results are then exported out 

of the survey program into an Excel spreadsheet. The results from the Excel spreadsheet 

were given to the consultant where individual results per question answered and the 

performance chart will give the consultant an overall view of the assessment of the 

company. 
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Chapter V: Discussion 

The results of the actions taken on the EDGE survey have significantly increased 

the quality of this tool. The overall process went from taking several hours to taking less 

than a few minutes once the subject has taken the assessment. As a result of the online 

EDGE survey, a dramatic savings oftime has been noted. The reduction in time due to 

the automated process may help NWMOC program managers increase the use of the 

assessment with additional organizations and provide an accurate, comprehensive 

snapshot ofthe management's perceptions regarding the performance of the organization. 

By introducing technology into the assessment process, this enables NWMOC to utilize 

cutting edge processes when working with Wisconsin Manufacturers. 

The research has accomplished several goals throughout. The first goal was to aid 

the discovery process as management in organizations undergo change efforts. NWMOC 

implements changes with events they provide to an organization; this particular process 

further enhances the value of the strategic planning event. This online assessment tool 

serves as another means in which the organization can better understand the perspectives 

of the management and/or the organizational personnel and take actions to further 

enhance their success . The process can be captured and shared in NWMOC literature 

providing organizations more information about the processes utilized by NWMOC and 

their role in supporting growth in their industry. This may, in tum, help them model their 

actions based off proven techniques. 

Recommendations 

The use of this tool has been almost completely automated except for a few 

processes that lie in the survey management program. Some changes that will need to be 

made in the future are the format of the survey itself The format of how the questions are 
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laid out in the survey could be more functional to the user, but due to lack of options the 

program offers, this is not yet available. Also, within the actual platform of the program, 

UW-Stout will need to keep this program updated by renewing their contract, which will 

allow for the newest version of this program. Other recommendations would be to 

implement a training session to get all project managers involved in the process of using 

this tool to make NWMOC more streamlined. Long term goals would include distributing 

the Modified EDGE survey nationally and standardizing the survey instrument. 

Finally, as described at the beginning ofthis research, the optimal use ofthis tool 

would be to initiate an ongoing quality assessment/intervention. Using this tool to help 

initiate areas of improvement would help a company substantially. It would also be very 

beneficial to use this tool as an exit instrument on how much quality increase did the 

intervention that NWMOC implement improve overall business. As a result measuring 

the added value to the organization and giving NWMOC insight on the services they 

provide. 

As clients see that their views are being handled professionally by NWMOC, 

they will become more communicative and supportive of the results. Improved 

communication can allow problems to be resolved in a timelier and less costly manner. 

Furthermore, the improvement in service should greatly increase client loyalty. Such a 

process may even expand the market of services in their region as well as increase their 

market within their existing client base. Overall, this enhancement was a step forward for 

NWMOC enhancing their service capacity as a professional business consulting agency. 

This new improved tool will prove to be very useful for every project manager in the 

NWMOC organization. 
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Appendix A: Example of Online Survey 

Enterprise 
Discoveryo west Wiscons n C1f Guide For

lnvymoc acturing Outreach Center Executives 
(Coded) 

J'lllle 1 0'37 

Company Information 

Please fill out thIS Information as accurately as possible. ' 

NWMOC assrcnad code 
(if provided with one): 

Company Name: 

Title 

Date: 

Telephone : 

Email: 

Location : 

NAICS{~·6 diqlts): 

z Full Time Employees 
(th is year):
 
Tota l Sales Cycle (Days
 
from order acceptanc "
 
to product delivery):
 
Finished Goods
 
Invento rv:
 
Raw ""atenal Stock ($
 
average value) :
 
Annual Sales Revenue
 
(las t year) :
 

Ne"t Cancel 
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Appendix A: Example of Online Survey 

Enterprise 
DiscoveryNorthwe Wi co sinf(~ Guide For

anufacturlng 0 reach Center Executives~m o c 
(Coded) 

Our company has a Vision th at our k;ad<!r5 "flew',ely oornmurucate an d model th roughout th e organization.' 
According to ~"Ir: 

o Don't know 0 strongly Disagr ee 0 O i. agr,,~ 0 Agree 0 Stro~y Agree 

Our compan y has a vision that our leaders effectively communicate and model throughout the organtzation • 
ImportanOl'l to the compenv: 

o Does not a pply 0 Low Importance 0 M"dium Importance 0 High Impo rta nce 

Next I I Cancel 



RELATIVE 
IMPACT ON VALIDATION (How 

RESPONSE 
360vu EDGe· EXEC I TO 

QUESTION JASSERTION ASSERTION 

OUR 
COMPANY 

(According to 

Red Flag 
lndex 

IMPACT (Why this business 
practice isusually important 
to a small manufacturer?) 

GUIDANCE (What the MEP consultant should 
consider If this business practice isa 'Red 

Flag' for the SME) 

would the MEP 
consultant validate and 
measure the business 

the practice?) 
respondent) 

1.00 I 3.00 

1.1 I 3.3 

2.71 I 1.29 

2.00 I 4.14 

An inspiring andshared Vision 

10.26 .P'TTene~~izes people tom~ke 
deCISIons andtake actIons 
toward its fulfillment. 

Most SMEs operate onthin 
Imargins in highly competitiveI 0.3 I 
environments where cash flow 
is critical to survival. 

Pricing practices are critical 
decisions that have long-term 
profit impact. The company 
must understand the value its 

I 2.11 "tiM'll'products andservices provide 
its customers? Product pricing 
can then be based upon the 
value proposition so that 

nfitability can beenhanced. 

Profitability information is 
critical to choosing accounts, 

I a60 r customers orprojects, aswell . C1hi:ui . 
asdevelopmg longer term 
strategies formarkets, 
customers and products. 

Leaders are responsible for communicating a shared 
Vision that will inspire the organization and unify their 
efforts. Eve/yone in the organization must understand 
the company's Vision and their roles in working toward 
the envisioned future state. Leader 

Cash flow projections are prepared on atleast an 
annual basis toensure that we have adequate funding 
tomeet our operating objectives. Cash flow should be 
sufficient tomeet company needs for investments in 
new equipment, new product development (R&D), 

If the customer does not value the product/service for 
greater than it costs toproduce and deliver it, the 
company needs torethink ffs business. Knowing value 
allows the company to determine whether they can 
make a profit, and counteract price reduction 
pressures. If this isa 'Red Flag,' the company may 
lack pricing policies orpricing discipline (other than 
'what the customer will pay'), and its products are 
likely being treated bycommodities byitscustomers. 

Customer focus involves not only serving customers 
with the products they need according totheir 
requirements, but also means making sufficient profit 
on those trensactions tostay inbusiness and remaina 
I ret bl r .ong-term /a e supp lerto your customers. It IS .
therefore Important tochoose customers and 

. 
prospects thet need your products and services and 
are willing topay prices that allow you tostay 
profitable. Itis good business practice tobe selective 
In where and towhom you market and sell your 
products. 

Are cash flow projections 
prepared? Does the 
company have trouble 
paying its bills on time? 

I 
I 

Client would be able to 
show value-in-use studies 
and pricing decis ions based 
on this Information. 
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