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BULLER  SCHULER

Managing Organizations and People

The Custom Chip, Inc. case provides students with an opportunity to understand and ex-
plore the complexity of a manager’s job. The case, set in the semiconductor industry, de-
scribes a middle level engineering manager’s activities over the course of a day. Students
see that this manager—Frank Questin—is faced with a never-ending stream of organiza-
tional situations and opportunities to which he can respond. The primary issue in this case
is Frank Questin’s effectiveness as a manager. The interplay of his personality, job re-
quirements, and environment make the assessment of his effectiveness a challenging task
for the students.

Custom Chip, Inc.

Introduction It was 7:50 on Monday morning. Frank Questin, Product Engineering Manager at Custom
Chip, Inc. was sitting in his office making a TO DO list for the day. From 8:00 to 9:30
A.M. he would have his weekly meeting with his staff of engineers. After the meeting,
Frank thought he would begin developing a proposal for solving what he called “Custom
Chip’s manufacturing documentation problem”—inadequate technical information re-
garding the steps to manufacture many of the company’s products. Before he could finish
his TO DO list, he answered a phone call from Custom Chip’s human resource manager,
who asked him about the status of two overdue performance appraisals and reminded him
that this day marked Bill Lazarus’ fifth year anniversary with the company. Following this
call, Frank hurried off to the Monday morning meeting with his staff.

Frank had been Product Engineering Manager at Custom Chip for 14 months. This
was his first management position, and he sometimes questioned his effectiveness as
a manager. Often he could not complete the tasks he set out for himself due to interrup-
tions and problems brought to his attention by others. Even though he had not been told
exactly what results he was supposed to accomplish, he had a nagging feeling that he
should have achieved more after these 14 months. On the other hand, he thought maybe he
was functioning pretty well in some of his areas of responsibility given the complexity of
the problems his group handled and the unpredictable changes in the semiconductor
industry—changes caused not only by rapid advances in technology, but also by increased
foreign competition and a recent downturn in demand.

m Copyright Murray Silverman, San Francisco State University. Reprinted by permission.
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Custom Chip, Inc. was a semiconductor manufacturer specializing in custom chips and
components used in radars, satellite transmitters, and other radio frequency devices. The
company had been founded in 1977 and had grown rapidly with sales exceeding $25 mil-
lion in 1986. Most of the company’s 300 employees were located in the main plant in Sil-
icon Valley, but overseas manufacturing facilities in Europe and the Far East were growing
in size and importance. These overseas facilities assembled the less complex, higher vol-
ume products. New products and the more complex ones were assembled in
the main plant. Approximately one-third of the assembly employees were in overseas
facilities.

While the specialized products and markets of Custom Chip provided a market niche
that had thus far shielded the company from the major downturn in the semiconductor in-
dustry, growth had come to a standstill. Because of this, cost reduction had become a high
priority.

Manufacturers of standard chips have long production runs of a few products. Their cost
per unit is low and cost control is a primary determinant of success. In contrast, manu-
facturers of custom chips have extensive product lines and produce small production runs
for special applications. Custom Chip, Inc., for example, manufactured over 2000 differ-
ent products in the last five years. In any one quarter the company might schedule 300
production runs for different products, as many as one-third of which might be new or
modified products which the company had not made before. Because they must be effi-
cient in designing and manufacturing many product lines, all custom chip manufacturers
are highly dependent on their engineers. Customers are often first concerned with whether
Custom Chip can design and manufacture the needed product at all, secondly with
whether they can deliver it on time, and only thirdly with cost.

After designing a product, there are two phases to the manufacturing process. (See
Figure 1.) The first is wafer fabrication. This is a complex process in which circuits
are etched onto the various layers added to a silicon wafer. The number of steps that the
wafer goes through plus inherent problems in controlling various chemical processes
make it very difficult to meet the exacting specifications required for the final wafer.
The wafers, which are typically “just a few” inches in diameter when the fabrication
process is complete, contain hundreds, sometimes thousands of tiny identical die. Once
the wafer has been tested and sliced up to produce these die, each die will be used as a
circuit component.

If the completed wafer passes the various quality tests, it moves on to the assembly
phase. In assembly, the die from the wafers, very small wires and other components are
attached to a circuit in a series of precise operations. This finished circuit is the final prod-
uct of Custom Chip, Inc.

Each product goes through many independent and delicate operations, and each step
is subject to operator or machine error. Due to the number of steps and tests involved, the
wafer fabrication takes 8 to 12 weeks and the assembly process takes 4 to 6 weeks. Be-
cause of the exacting specifications, products are rejected for the slightest flaw. The like-
lihood that every product starting the run will make it through all of the processes and still
meet specifications is often quite low. For some products, average yield! is as low as 40
percent, and actual yields can vary considerably from one run to another. At Custom Chip,
the average yield for all products is in the 60 to 70 percent range.

Because it takes so long to make a custom chip, it is especially important to have
some control of these yields. For example, if a customer orders one thousand units of a
product and typical yields for that product average 50 percent, Custom Chip will sched-
ule a starting batch of 2200 units. With this approach, even if the yield falls as low as 45.4
percent (45.4% of 2200 is 1000) the company can still meet the order. If the actual yield
falls below 45.4 percent, the order will not be completed in that run, and a very small,
costly run of the item will be needed to complete the order. The only way the company can
effectively control these yields and stay on schedule is for the engineering groups and op-
erations to cooperate and coordinate their efforts efficiently.
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The product engineer’s job is defined by its relationship to application engineering and op-
erations. The applications engineers are responsible for designing and developing proto-
types when incoming orders are for new or modified products. The product engineer’s role
is to translate the application engineering group’s design into a set of manufacturing in-
structions, then to work alongside manufacturing to make sure that engineering related
problems get solved. The product engineers’ effectiveness is ultimately measured by their
ability to control yields on their assigned products. The organization chart in Figure 2
shows the engineering and operations departments. Figure 3 summarizes the roles and ob-
jectives of manufacturing, application engineering, and product engineering.
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Departmental Roles

and Objectives

The product engineers estimate that 70 to 80 percent of their time is spent in solving
day-to-day manufacturing problems. The product engineers have cubicles in a room directly
across the hall from the manufacturing facility. If a manufacturing supervisor has a ques-
tion regarding how to build a product during a run, that supervisor will call the engineer as-
signed to that product. If the engineer is available, he or she will go to the manufacturing
floor to help answer the question. If the engineer is not available, the production run may
be stopped and the product put aside so that other orders can be manufactured. This results
in delays and added costs. One reason that product engineers are consulted is that docu-
mentation—the instructions for manufacturing the product—is unclear or incomplete.

The product engineer will also be called if a product is tested and fails to meet
specifications. If a product fails to meet test specifications, production stops, and the
engineer must diagnose the problem and attempt to find a solution. Otherwise, the order
for that product may be only partially met. Test failures are a very serious problem, which
can result in considerable cost increases and schedule delays for customers. Products do
not test properly for many reasons, including operator errors, poor materials, a design that

Department Role Primary Objective

Applications
Engineering

Design and develop
prototypes for new or
modified products

Satisfy customer needs
through innovative designs

Product Engineering Translates designs into
manufacturing instructions
and works alongside
manufacturing to solve
“engineering related”

problems

Maintain and control yields on
assigned products

Manufacturing Executes designs Meet productivity standards

and time schedules
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is very difficult to manufacture, a design that provides too little margin for error, or a com-
bination of these.

On a typical day, the product engineer may respond to half a dozen questions from the
manufacturing floor, and two to four calls to the testing stations. When interviewed, the
engineers expressed a frustration with this situation. They thought they spent too much
time solving short-term problems, and consequently they were neglecting other important
parts of their jobs. In particular, they felt they had little time in which to:

* Coordinate with applications engineers during the design phase. The product en-
gineers stated that their knowledge of manufacturing could provide valuable input to
the applications engineer. Together they could improve the manufacturability and
thus, the yields, of the new or modified product.

« Engage in yield improvement projects. This would involve an in-depth study of the
existing process for a specific product in conjunction with an analysis of past product
failures.

* Accurately document the manufacturing steps for their assigned products, espe-
cially for those which tend to have large or repeat orders. They said that the cur-
rent state of the documentation is very poor. Operators often have to build products
using only a drawing showing the final circuit, along with a few notes scribbled in
the margins. While experienced operators and supervisors may be able to work with
this information, they often make incorrect guesses and assumptions. Inexperienced
operators may not be able to proceed with certain products because of this poor
documentation.

As manager of the product engineering group, Frank Questin had eight engineers report-
ing to him, each responsible for a different set of Custom Chip products. According to
Frank:

When I took over as manager, the product engineers were not spending much time together
as a group. They were required to handle operation problems on short notice. This made
it difficult for the entire group to meet due to constant requests for assistance from the
manufacturing area.

I thought that my engineers could be of more assistance and support to each other if
they all spent more time together as a group, so one of my first actions as a manager was
to institute a regularly scheduled weekly meeting. I let the manufacturing people know that
my staff would not respond to requests for assistance during the meeting.

The meeting on this particular Monday morning followed the usual pattern. Frank
talked about upcoming company plans, projects and other news that might be of interest
to the group. He then provided data about current yields for each product and commended
those engineers who had maintained or improved yields on most of their products. This
initial phase of the meeting lasted until about 8:30 A.M. The remainder of the meeting was
a meandering discussion of a variety of topics. Since there was no agenda, engineers felt
comfortable in raising issues of concern to them.

The discussion started with one of the engineers describing a technical problem in the
assembly of one of his products. He was asked a number of questions and given some ad-
vice. Another engineer raised the topic of a need for new testing equipment and described
a test unit he had seen at a recent demonstration. He claimed the savings in labor and im-
proved yields from this machine would allow it to pay for itself in less than nine months.
Frank immediately replied that budget limitations made such a purchase unfeasible, and
the discussion moved into another area. They briefly discussed the increasing inaccessi-
bility of the application engineers, then talked about a few other topics.

In general, the engineers valued these meetings. One commented that:

The Monday meetings give me a chance to hear what's on everyone's mind and to find out
about and discuss company wide news. It’s hard to reach any conclusions because the
meeting is a freewheeling discussion. But I really appreciate the friendly atmosphere with
my peers.
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Following the meeting that morning, an event occurred that highlighted the issue of the in-
accessibility of the applications engineers. An order of 300 units of custom chip 1210A
for a major customer was already overdue. Because the projected yield of this product was
70 percent, they had started with a run of 500 units. A sample tested at one of the early
assembly points indicated a major performance problem that could drop the yield to below
50 percent. Bill Lazarus, the product engineer assigned to the 1210A, examined the sam-
ple and determined that the problem could be solved by redesigning the writing. Jerry
West, the application engineer assigned to that product category was responsible for re-
vising the design. Bill tried to contact Jerry, but he was not immediately available, and
didn’t get back to Bill until later in the day. Jerry explained that he was on a tight sched-
ule trying to finish a design for a customer who was coming into town in two days, and
could not get to “Bill’s problem” for a while.

Jerry’s attitude that the problem belonged to product engineering was typical of the
applications engineers. From their point of view there were a number of reasons for mak-
ing the product engineers needs for assistance a lower priority. In the first place, applica-
tions engineers were rewarded and acknowledged primarily for satisfying customer needs
through designing new and modified products. They got little recognition for solving man-
ufacturing problems. Secondly, applications engineering was perceived to be more glam-
orous than product engineering because of opportunities to be credited with innovative
and ground breaking designs. Finally, the size of the applications engineering group had
declined over the past year, causing the workload on each engineer to increase consider-
ably. Now they had even less time to respond to the product engineer’s requests.

When Bill Lazarus told Frank about the situation, Frank acted quickly. He wanted this
order to be in process again by tomorrow and he knew manufacturing was also trying to
meet this goal. He walked over to see Pete Chang, head of applications engineering (see
Organization Chart in Figure 2). Meetings like this with Pete to discuss and resolve inter-
departmental issues were common.

Frank found Pete at a workbench talking with one of his engineers. He asked Pete if
he could talk to him in private and they walked to Pete’s office.

Frank: We’ve got a problem in manufacturing in getting out an order of 1210A’s. Bill
Lazarus is getting little or no assistance from Jerry West. I’m hoping you can get
Jerry to pitch in and help Bill. It should take no more than a few hours of his
time.

Pete: I do have Jerry on a short leash trying to keep him focused on getting out a de-
sign for Teletronics. We can’t afford to show up empty handed at our meeting
with them in two days.

Frank: Well, we are going to end up losing one customer in trying to please another.
Can’t we satisfy everyone here?

Pete: Do you have an idea?
Frank: Can’t you give Jerry some additional support on the Teletronics design?

Pete:  Let’s get Jerry in here to see what we can do.

Pete brought Jerry back to the office, and together they discussed the issues and pos-
sible solutions. When Pete made it clear to Jerry that he considered the problem with the
1210A’s a priority, Jerry offered to work on the 1210A problem with Bill. He said, “This
will mean I’ll have to stay a few hours past 5:00 this evening, but I'll do what’s required
to get the job done.”

Frank was glad he had developed a collaborative relationship with Pete. He had al-
ways made it a point to keep Pete informed about activities in the Product Engineering
group that might affect the applications engineers. In addition, he would often chat with
Pete informally over coffee or lunch in the company cafeteria. This relationship with Pete
made Frank’s job easier. He wished he had the same rapport with Rod Cameron, the Man-
ufacturing Manager.
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The product engineers worked closely on a day-to-day basis with the manufacturing
supervisors and workers. The problems between these two groups stemmed from an in-
herent conflict between their objectives (see Figure 3). The objective of the product engi-
neers was to maintain and improve yields. They had the authority to stop production of any
run that did not test properly. Manufacturing, on the other hand, was trying to meet pro-
ductivity standards and time schedules. When a product engineer stopped a manufacturing
run, he was possibly preventing the manufacturing group from reaching its objectives.
Rod Cameron, the current manufacturing manager, had been promoted from his po-
sition as a manufacturing supervisor a year ago. His views on the product engineers:

The product engineers are perfectionists. The minute a test result looks a little suspicious
they want to shut down the factory. I'm under a lot of pressure to get products out the door.
If they pull a few $50,000 orders off the line when they are within a few days of reaching
shipping, I'm liable to miss my numbers by $100,000 that month.

Besides that, they are doing a lousy job of documenting the manufacturing steps. I 've
got a lot of turnover, and my new operators need to be told or shown exactly what to do

for each product. The instructions for a lot of our products are a joke.

At first, Frank found Rod very difficult to deal with. Rod found fault with the prod-
uct engineers for many problems and sometimes seemed rude to Frank when they talked.
For example, Rod might tell Frank to “make it quick, I haven’t got much time.” Frank tried
not to take Rod’s actions personally, and through persistence was able to develop a more
amicable relationship with him. According to Frank:

Sometimes, my people will stop work on a product because it doesn't meet test results at
that stage of manufacturing. If we study the situation, we might be able to maintain yields
or even save an entire run by adjusting the manufacturing procedures. Rod tries to bully
me into changing my engineers’ decisions. He yells at me or criticizes the competence of
my people, but I don't allow his temper or ravings to influence my best judgment in a sit-
uation. My strategy in dealing with Rod is to try not to respond defensively to him. Even-
tually he cools down, and we can have a reasonable discussion of the situation.

Despite this strategy, Frank could not always resolve his problems with Rod. On these
occasions, Frank took the issue to his own boss, Sam Porter, the Vice President in charge
of engineering. However, Frank was not satisfied with the support he got from Sam. Frank
said:

Sam avoids confrontations with the Operations VP He doesn't have the influence or clout
with the other VPs or the president to do justice to engineering s needs in the organization.

Early that afternoon, Frank again found himself trying to resolve a conflict between
engineering and manufacturing. Sharon Hart, one of his most effective product engineers
was responsible for a series of products used in radars—the 3805A—3808A series. Today
she had stopped a large run of 3806A’s. The manufacturing supervisor, Brian Faber, went
to Rod Cameron to complain about the impact of this stoppage on his group’s productiv-
ity. Brian felt that yields were low on that particular product because the production in-
structions were confusing to his operators, and that even with clearer instructions, his
operators would need additional training to build it satisfactorily. He stressed that the
product engineer’s responsibility was to adequately document the production instructions
and provide training. For these reasons, Brian asserted that product engineering, and not
manufacturing, should be accountable for the productivity loss in the case of these
3806As.

Rod called Frank to his office, where he joined the discussion with Sharon, Brian and
Rod. After listening to the issues, Frank conceded that product engineering had responsi-
bility for documenting and training. He also explained, even though everyone was aware
of it, that the product engineering group had been operating with reduced staff for over a
year now, so training and documentation were lower priorities. Because of this staffing
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situation, Frank suggested that manufacturing and product engineering work together and
pool their limited resources to solve the documentation and training problem. He was es-
pecially interested in using a few of the long-term experienced workers to assist in train-
ing newer workers. Rod and Brian opposed his suggestion. They did not want to take
experienced operators off of the line because it would decrease productivity. The meeting
ended when Brian stormed out, saying that Sharon had better get the 3806A’s up and run-
ning again that morning.

Frank was particularly frustrated by this episode with manufacturing. He knew per-
fectly well that his group had primary responsibility for documenting the manufacturing
steps for each product. A year ago he told Sam Porter that the product engineers needed
to update and standardize all of the documentation for manufacturing products. At that
time, Sam told Frank that he would support his efforts to develop the documentation, but
would not increase his staff. In fact, Sam had withheld authorization to fill a recently va-
cated product engineering slot. Frank was reluctant to push the staffing issue because of
Sam’s adamance about reducing costs. “Perhaps,” Frank thought, “if I develop a proposal
clearly showing the benefits of a documentation program in manufacturing and detailing
the steps and resources required to implement the program, I might be able to convince
Sam to provide us with more resources.” But Frank could never find the time to develop
that proposal. And so he remained frustrated.

Frank was reflecting on the complexity of his job when Sharon came to the doorway to
see if he had a few moments. Before he could say “come in,” the phone rang. He looked
at the clock. It was 4:10 PM. Pete was on the other end of the line with an idea he wanted
to try out on Frank, so Frank said he could call him back shortly. Sharon was upset, and
told him that she was thinking of quitting because the job was not satisfying for her.

Sharon said that although she very much enjoyed working on yield improvement proj-
ects, she could find no time for them. She was tired of the application engineers acting
like “prima donnas,” too busy to help her solve what they seemed to think were mundane
day-to-day manufacturing problems. She also thought that many of the day-to-day prob-
lems she handled wouldn’t exist if there was enough time to document manufacturing pro-
cedures to begin with.

Frank didn’t want to lose Sharon, so he tried to get into a frame of mind where he
could be empathetic to her. He listened to her and told her that he could understand her
frustration in this situation. He told her the situation would change as industry conditions
improved. He told her that he was pleased that she felt comfortable in venting her frustra-
tions with him, and he hoped she would stay with Custom Chip.

After Sharon left, Frank realized that he had told Pete that he would call back. He
glanced at the TO DO list he had never completed, and realized that he hadn’t spent time
on his top priority—developing a proposal relating to solving the documentation problem
in manufacturing. Then, he remembered that he had forgotten to acknowledge Bill
Lazarus’ fifth year anniversary with the company. He thought to himself that his job felt
like a roller coaster ride, and once again he pondered his effectiveness as a manager.

I. Yield refers to the ratio of finished products that meet specifications
relative to the number that initially entered the manufacturing process.
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This case shows the problems in trying to get others to change, especially old established
| work habits, and the costs involved in making career changes in an organization. Dick
Spencer has made many career changes and has been successful, but the changes haven’t
been without personal costs and problems.

Dick Spencer

After the usual banter when old friends meet for cocktails, the conversation between a cou-
ple of University professors and Dick Spencer, who was now a successful businessman,
turned to Dick’s life as a vice-president of a large manufacturing firm.

“I’ve made a lot of mistakes, most of which I could live with, but this one series of in-
cidents was so frustrating that I could have cried at the time,” Dick said in response to a
question. “I really have to laugh at how ridiculous it is now, but at the time I blew my cork.”

Spencer was plant manager of Modrow Company, a Canadian branch of the Tri-
American Corporation. Tri-American was a major producer of primary aluminum with in-
tegrated operations ranging from the mining of bauxite through the processing to fabrica-
tion of aluminum into a variety of products. The company had also made and sold
refractories and industrial chemicals. The parent company had wholly-owned subsidiaries
in five separate United States locations and had foreign affiliates in fifteen different
countries.

Tri-American mined bauxite in the Jamaican West Indies and shipped the raw material
by commercial vessels to two plants in Louisiana where it was processed into alumina. The
alumina was then shipped to reduction plants in one of three locations for conversion into
primary aluminum. Most of the primary aluminum was then moved to the companies’ fab-
ricating plants for further processing. Fabricated aluminum items included sheet, flat, coil,
and corrugated products; siding; and roofing.

Tri-American employed approximately 22,000 employees in the total organization.
The company was governed by a board of directors which included the chairman, vice-
chairman, president, and twelve vice-presidents. However, each of the subsidiaries and
branches functioned as independent units. The board set general policy, which was then

m This case was developed and prepared by Professor Margaret E. Fenn, Graduate School of Business Administration,
University of Washington. Reprinted by permission. 1
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interpreted and applied by the various plant managers. In a sense, the various plants com-
peted with one another as though they were independent companies. This decentralization
in organizational structure increased the freedom and authority of the plant managers, but
increased the pressure for profitability.

The Modrow branch was located in a border town in Canada. The total work force in
Modrow was 1,000. This Canadian subsidiary was primarily a fabricating unit. Its main
products were foil and building products such as roofing and siding. Aluminum products
were gaining in importance in architectural plans, and increased sales were predicted for
this branch. Its location and its stable work force were the most important advantages it
possessed.

In anticipation of estimated increases in building product sales, Modrow had recently
completed a modernization and expansion project. At the same time, their research and art
departments combined talents in developing a series of twelve new patterns of siding
which were being introduced to the market. Modernization and pattern development had
been costly undertakings, but the expected return on investment made the project feasible.
However, the plant manager, who was a Tri-American vice-president, had instituted a cam-
paign to cut expenses wherever possible. In this introductory notice of the campaign, he
emphasized that cost reduction would be the personal aim of every employee at Modrow.

The plant manager of Modrow, Dick Spencer, was an American who had been transferred
to this Canadian branch two years previously, after the start of the modernization plan.
Dick had been with the Tri-American Company for fourteen years, and his progress within
the organization was considered spectacular by those who knew him well. Dick had re-
ceived a Master’s degree in Business Administration from a well-known university at the
age of twenty-two. Upon graduation he had accepted a job as salesman for Tri-American.
During his first year as a salesman, he succeeded in landing a single, large contract which
put him near the top of the sales-volume leaders. In discussing this phenomenal rise in the
sales volume, several of his fellow salesmen concluded that his looks, charm, and ability
on the golf course contributed as much to his success as his knowledge of the business or
his ability to sell the products.

The second year of his sales career, he continued to set a fast pace. Although his record
set difficult goals for the other salesmen, he was considered a “regular guy” by them, and
both he and they seemed to enjoy the few occasions when they socialized. However, by
the end of the second year of constant traveling and selling, Dick began to experience
some doubt about his future.

His constant involvement in business affairs disrupted his marital life, and his wife di-
vorced him during the second year with Tri-American. Dick resented her action at first,
but gradually seemed to recognize that his career at present depended on his freedom to
travel unencumbered. During that second year, he ranged far and wide in his sales terri-
tory, and successfully closed several large contracts. None of them was as large as his first
year’s major sale, but in total volume he again was well up near the top of salesmen for
the year. Dick’s name became well known in the corporate headquarters, and he was spo-
ken of as “the boy to watch.”

Dick had met the president of Tri-American during his first year as a salesman at a
company conference. After three days of golfing and socializing they developed a relaxed
camraderie considered unusual by those who observed the developing friendship. Al-
though their contacts were infrequent after the conference, their easy relationship seemed
to blossom the few times they did meet. Dick’s friends kidded him about his ability to
make use of his new friendship to promote himself in the company, but Dick brushed aside
their jibes and insisted that he’d make it on his own abilities, not someone’s coattails.

By the time he was twenty-five, Dick began to suspect that he did not look forward to
a life as a salesman for the rest of his career. He talked about his unrest with his friends,
and they suggested that he groom himself for sales manager. ““You won’t make the kind of
money you're making from commissions,” he was told, “but you will have a foot in the
door from an administrative standpoint, and you won’t have to travel quite as much as you
do now.” Dick took their suggestions lightly, and continued to sell the product, but was
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aware that he felt dissatisfied and did not seem to get the satisfaction out of his job that he
had once enjoyed.

By the end of his third year with the company Dick was convinced that he wanted a
change in direction. As usual, he and the president spent quite a bit of time on the golf
course during the annual company sales conference. After their match one day, the presi-
dent kidded Dick about his game. The conversation drifted back to business, and the pres-
ident, who seemed to be in a jovial mood, started to kid Dick about his sales ability. In a
joking way, he implied that anyone could sell a product as good as Tri-American’s, but that
it took real “guts and know-how” to make the products. The conversation drifted to other
things, but the remark stuck with Dick.

Sometime later, Dick approached the president formally with a request for a transfer
out of the sales division. The president was surprised and hesitant about this change in ca-
reer direction for Dick. He recognized the superior sales ability that Dick seemed to pos-
sess, but was unsure that Dick was willing or able to assume responsibilities in any other
division of the organization. Dick sensed the hesitancy, but continued to push his request.
He later remarked that it seemed that the initial hesitancy of the president convinced Dick
that he needed an opportunity to prove himself in a field other than sales.

Dick was finally transferred back to the home office of the organization and indoctrinated
into production and administrative roles in the company as a special assistant to the sen-
ior vice-president of production. As a special assistant, Dick was assigned several trouble-
shooting jobs. He acquitted himself well in this role, but in the process succeeded in
gaining a reputation as a ruthless head hunter among the branches where he had performed
a series of amputations. His reputation as an amiable, genial, easygoing guy from the sales
department was the antithesis of the reputation of a cold, calculating head hunter which he
earned in his troubleshooting role. The vice-president, who was Dick’s boss, was aware of
the reputation which Dick had earned but was pleased with the results that were obtained.
The faltering departments that Dick had worked in seemed to bloom with new life and en-
ergy after Dick’s recommended amputations. As a result, the vice-president began to sing
Dick’s praises, and the president began to accept Dick in his new role in the company.

About three years after Dick’s switch from sales, he was given an assignment as assistant
plant manager of an English branch of the company. Dick, who had remarried, moved his
wife and family to London, and they attempted to adapt to their new routine. The plant
manager was English, as were most of the other employees. Dick and his family were ac-
cepted with reservations into the community life as well as into the plant life. The differ-
ence between British and American philosophy and performance within the plant was
marked for Dick who was imbued with modern managerial concepts and methods. Dick’s
directives from headquarters were to update and upgrade performance in this branch.
However, his power and authority were less than those of his superiors, so he constantly
found himself in the position of having to soft pedal or withhold suggestions that he would
have liked to make, or innovations that he would have liked to introduce. After a frustrat-
ing year and a half, Dick was suddenly made plant manager of an old British company
which had just been purchased by Tri-American. He left his first English assignment with
mixed feelings and moved from London to Birmingham.

As the new plant manager, Dick operated much as he had in his troubleshooting job
for the first couple of years of his change from sales to administration. Training and re-
education programs were instituted for all supervisors and managers who survived the ini-
tial purge. Methods were studied and simplified or redesigned whenever possible, and new
attention was directed toward production which better met the needs of the sales organi-
zation. A strong controller helped to straighten out the profit picture through stringent cost
control; and by the end of the third year, the company showed a small profit for the first
time in many years. Because he felt that this battle was won, Dick requested transfer back
to the United States. The request was partially granted when nine months later he was
awarded a junior vice-president title, and was made manager of a subsidiary Canadian
plant, Modrow.



