Notes based on my participant observation on the D line, Chocolate Factory, East Cost 

May 1st-2nd, 2007

Anne-Laure Fayard

This document presents the field notes I took during the two days I spent in the Chelsea (fictitious) plant.

The first section presents a chronological description of these two days, highlighting some topics that stroke me.

The second section reports my general impressions.

The last section presents different issues that came up while I was talking with people. It is based on what people told me about their own experience or stories of others’ experiences. All names have been taken out from this section to preserve anonymity.

1. Field notes

1.1. Background

These two days of participant observations are part of a broader project on organizational culture. The aim was to get a sense of how the culture was perceived and lived by associates in a factory. Some tensions were found between the perceptions of the senior manages and junior managers interviewed in the first part of the project. We were interested in seeing if there were differences (and which ones) between associates in the plant and the two other groups (senior and junior managers).

The factory was chosen on the advice of a senior manager, as a representative factory (100% manufacturing, an “old” plant yet very “modern” in terms of processes).

Prior to coming to Chelsea, I had a first phone conference with Guy the plant manager to discuss the culture project and the possibility of my working in the plant. He agreed on the idea, and he also thought that my observations could help him understand better the state of mind of the associates in the plant, which is important to him because he wanted to improve things in the plant. There were some issues he would like to understand better to improve things. I said I would share my notes with him. I suggested he shared them with the people I will be working with. He agreed.

We had a second phone conference with Stephanie(HR) to discuss the details - what lines? Which shifts?

We agreed that I would come on May 1st and May 2nd to work on two shifts - 2:30 PM to 10:30 PM and 6:30 AM to 2:30 PM.

1.2 First day: May 1st
Getting to Chelsea
I went by train to Chelsea. I took the train from Penn Station (NY) at 9:30 AM. I was a bit stressed, as I only knew that I was working two shifts but did not have much more details. To tell the truth, I was worried that I would not be able to help the crew I would be working with, or even worse, that I would mess up their work. 

I am also thinking of the symbolic nature of the date - May 1st is all over the world (except the US) Labor Day. In fact, many of my European friends found it funny that I’ll be celebrating May 1st working on a line. I mentioned it to one of the associates and he did not know.

The controller on the train after Philadelphia saw that I was going to Chelsea and asked me if I really wanted to go to Chelsea. “Yes.” “You’re sure? There’s nothing there.” he replied, laughing. “Well at least there’s the chocolate factory and that’s where I’m going”, I thought.

12:10: Louisville. The train is getting really empty. I remember comments made by associates in the interviews about the “weird” location of the XX factories. 

12:20: Chelsea, the controller opens the door, laughing hysterically (He was really a character!).

On the platform there is a lady who asks me where I was going and offers to give me a ride to the plant. I learn that the plant seems to be known as the “Charlie Wonka’s factory”. (fictitious)

At the plant

I arrive at the plant and tell the security guard that I would like to see Guy. I seat for a few minutes in the lobby, noticing the smell of chocolate (I’m in a chocolate factory after all) and 5 big posters on the wall across the entrance door: One poster for each of the company’s values. On the wall nearby my seat, there is also a poster with the five principles. [I am wondering how much people read them, think of them.]

The lobby looks like all the lobbies of the XX offices I went to.

Stephanie (HR) comes and picks me up. She introduces me to Guy who said that Howard, the person who recommended the plant is (pure chance) visiting the factory that day.

I am looking around: an open space as in all the other XX offices. Yet, there is a major difference. Here everybody is in white. Some even wear their nets and/or helmets. Some people are working at their desks; some are standing and chatting. It seems busy, but quiet. After working down in the plant, it will seem even quieter.

Meeting with Howard
We go and see Howard who is in a meeting room, having lunch with the other participants of the conference. I grab some food and then have a quick chat with Howard, who tells me it is a very special factory: “Very modern in a sense, yet very old (People who work in the factory for several generations).” He also insists on the truly manufacturing culture: no sales; no R&D. He highlights the architectural specificity of the plant, which is vertical, on different floors (because it is an old plant, while new ones are on one floor.

He tells me how quality is meaningful to the employees in the plant.  Some of them have been working for 20 years, they’ve seen billions of chocolate but they still watch them – because they are proud of their work and of the quality they owe to their customers. Indeed, my observations showed me how people were always checking for quality. In fact, one of the members of my crew told me “our customers like the chocolates shiny” while we were standing by the bell checking the chocolate, and picking those which were not perfect (there has been a problem before our shift, they restarted the line and not all the chocolates look good).

Meeting with Guy, Stephanie and Don
After my talk with Howard, I go and see Stephanie who gave me my safety shoes, a white shirt, white pants, safety goggles, a helmet, a net, and earplugs. She showed me my locker. I change and come back to have a quick meeting with Guy, Stephanie and 

Don.

Guy told me that I’d be working in a team of 6 people (in fact they were not 6 and it does not seem that none of the crews is currently made of 6 associates). I will work on the Ps line:  A small line but important and busy.

He gives me a brief overview of the rest of the plant:

- 3 big lines

- The rest of the plant: roast coco beans and take them into chocolate. 

This part is very process oriented. Biggest part of what they do. 

He tells me that they did a Gallop survey. They don’t have the results yet but 83% response rates. Very good. +20% compared to previous years. 

Before I start my shift, someone (I can’t remember the name of the person who showed me around) shows the W line (. When I came back upstairs, I start worrying I’ll be cold with only one shirt. I ask a lady who is taking me again to my locker to check that I know how to open it, if I can put something under my shirt. She is very nice and gave me two jackets - a white and a blue. I was glad I had them. I put the white for the first shift and was still a bit cold. So I’ll wear the blue one (warmer) the next day.

The real work starts…

2:30: I go to join Don in a meeting room where he is staying

May 1st. Don introduced me briefly –explained that I’m sent by the corporation to assess the culture… People stare at me. I wish Don had used another word than assessment (but I’ll use that to explain afterwards that I’m not here to assess them).

My contact person is Mary Ann, who is in charge of the wrapping machines. She has been 3 years in the job. 

Senior operator: Sue - 21 years at XX. 

Caramel: Terry - 3 ½ - 

John (packing) [4 or 5 years] and Jeff (disposer) [5 years].

They look nice. I’m just hoping that I’ll be able to help. This team gets along really well as I discovered. As someone told me, it feels like a family.

[Although I was told there are many “old timers” in this plan, my team does not seem representative].

We all leave the room to go down to the line. Mary Ann is very friendly, asking me about my background and the project, and giving me some information - the cafeteria, the long flight of stairs to go down to the line, etc. (she made a joke about the long flight of stairs and good exercise. In fact, she’s not the only one. Someone joked and said “that might be why nobody comes and see us”). 

Map of the line (based on what I remember) - my first impression was a big white room, with white neon lights, cold air and noise.
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When we arrive down, the line had been down and has just been restarted. We can’t wrap the chocolates. All the chocolates are arriving at the end of the bell and fall in big cardboard boxes. We keep filling boxes of wasted chocolate. 

Once a box is full, we have to put it on the side on a pallet and put a new box. The boxes are on “trolleys”. We push them and then carry them up on the pallet. I help Mary Ann moving the boxes. They are very heavy.  Mary Ann is worried that I’ll hurt my back. I am thinking that she could hurt her back as well. 

[Later on, I was told the story of a woman who hurts her back carrying a heavy load and was asked whether she had done her warming up exercises before carrying up the load! I wonder how one could ask such a question - except if you haven’t been doing the job maybe.]

Terry comes and asks Mary Ann if she needs help to prepare the machines for when they have to start wrapping. Mary Ann thanks her but says that they are ready.

During the whole shift, I’m impressed by how people step over to help each other. A friendly atmosphere. 

Mary Ann is really nice. She does not tell me what to do. I don’t think she expects me to do anything but I want to. I am here to help. She has told me that usually they should be two wrappers, but she’s alone. So I might be able to help. Therefore, while she is working on a machine, I start moving the boxes on my own after I notice that they are getting full.

I am impressed by the quantity of wasted chocolates. I tell Mary Ann. She says that they are selling it to farmers to feed cows and pigs. I can’t believe it and I who is not a great meat eater, start seriously considering stopping eating meat.

We are still not wrapping. It seems that the moulds might not have been warm enough when they restarted the line. It’s not sure, but what is sure is that we can’t wrap. The chocolates do not look good enough.

I go and talk with Terry and she explains me the caramel process.

3:35 Mary Ann (MA) starts the wrappers.

4:00- Three wrappers have problems. MA is cleaning and repairing. John is on the second doing some repair to help her (she also explains that sometime she needs his help as there a few things that only an operator can do (is allowed to do) on the machine).

Sue is repairing the 3rd one.

MA tells me: These machines were working all fine yesterday evening and now it doesn’t. You don’t know why. Each time you stop them, when you restart them it’s all different. [It reminds me of Orr’s ethnography on the tech reps at Xerox and what they were saying about the machines].

A few minutes earlier, she was telling me that if the machines are working fine it could be boring but when they are not working an evening, you can pull your hair. [We both will remember this early comment as the afternoon and evening go by, and the machines keep having problems. It became our private joke!]

After about 2 hours after the beginning of the shift, Guy comes down. He comes and asks if everything is fine. Everything is fine!

MA is sweeping the floor and tells me she likes to keep her area clean. I’ll remember and will try to clean as much as I can.

MA tells me that we are going to take a break. Usually 3 breaks: 30 min/ 20 / 10-15 min

First break. We go up with MA and Sue joins us.

Sue and MA are really nice. They worry about me because I don’t have food. I told them that Sharon said I could get food from the vending machines. “But it’s awful what they sell – nobody buys from there. And there’s nothing” they both say. They go and check with me. It seems that there are more things than usual. They show me where to get coffee. Got me a bun. 

5:30 pm: 3 machines down.

5:45 2 down again. MA laughts: it not a boring night finally! 

I’m trying to help. I clean the area, empty the waste boxes.

I see Jeff moving boxes to put them near by the packing area. I ask him if I can help. He replies, “I’m trying to help these guys”. I start pushing boxes towards the packing area. He gives me a tip on how to do it. 

Second break: with MA and Sue. 

When we go back down, I stay around helping MA. She then goes and asks Jeff to show me his part of the line – depositor (I’m not sure of the name?)/ molding. He shows me the depositor and explains me that it’s a new machine. Before he could clean it alone, now they need to be 4 people. Several other people mention this to me. You need to have 4 people stopping to do their work to help him. And it’s hard to get inside: even someone with very tiny arms like MA had difficulty (I was told).

We’re nearby the caramel area. Terry had come to tell me a few minutes before that she was going to change the bag in case “you want to come and see”. 

I help but it’s really heavy for the two of us. Taking the bag out of the container and kicking the sides down with our legs. Then we have to put it in a box. I ask: can it really fit? It does. Jeff helps us to push it in.

 I have to say that after having done this; I really like Jeff’s idea of having a hook.

She says most of the time so comes and helps, but sometimes she does it alone. I still can’t believe it! The next day, I saw four guys doing what we just did and that did not look easy. 

Jeff keeps explaining me the different parts of his job. MA comes and asks for help. The box opened while Sue and Terry were trying to carry it. Now they have to put the waste bag back in the box. John and Jeff do it. Sue, MA, Terry and I look at them. I agree with them, I don’t like making gender differences, but in that case, I think it is a man’s job, and I’m glad they did it.

Later I’ll help Terry again to carry another box with the waste of caramel. She weighs the waste: 80Kg marks the scale! Now I understand why I found it so heavy. 

3rd break: with Sue and MA. Krystal (Line manager) stops by and says hi.

MA taught me how to put a new roll of foil… not easy but I eventually get it… nearly. I’m very proud.

MA keeps having problems with the machines, esp. one – wrapper 2 I believe. She tells me: “I’ve tried everything but it does not seem to work. I’ll try one more thing”, she adds. She tries but it does not work. So she keeps cleaning and starting it again.

She then says that she’s wondering if the previous crew did something. 

She continues: “I’ll try to know what they did to make it work after us. Sometimes there’s just one little thing you need to do differently.” 

She says that although they share information when they change shift, it is not always easy to get all the information. They might not remember to say everything. Or, afterwards you might forget what they said.

She wishes she could have a place to record what happens or to go and see what happened during the previous shifts. She says they’ve been talking about it with Sue. I told her about the tech reps at Xerox sharing war stories about the machines, and the knowledge management system that they designed based on these observations.

She’s really interested: “Maybe we could start a log”. She told Sue about our discussion. 

[It’s interesting to see how in that case, as in several other cases, people keep thinking about improving their practices, finding ways of being more efficient. Yet, I don’t feel this is always rewarded, or that people feel supported to do so.]

The day after when she arrives (10:30 AM), MA immediately tells me that she wonders what they did to the wrapper - which works much better than the day before. She says that she will ask Sue who stayed up to 3:00 am what they did to the machine. 

We start cleaning up the areas… We share the tasks with MA: she cleans up the machines and then I sweep the floor. 

We’re done by 10:40. Sue is staying until 3 pm to help the next shift. I can’t imagine staying for 4 ½ hours more… and MA was there at 10:30 to help the previous crew (they are only three). The day before, Sue has also stayed over time, and tomorrow MA will come again at 10:30. That’s nice I’ll get to see her but that might be exhausting.

We go in the lockers room with MA. I change. She helps me to open my locker. 

Krystal, the line manager (8 years at XX), has offered to drive me to my hotel. She is not done yet.

I wait for her until 11:20. I’m tired but happy. I had a “good time”: I learnt so much.

Krystal the line manager gave me a ride to the hotel. She works on the same rotation shift. It seems hard on the bodies and on the family/ personal life. During these two days, everybody mentions it to me (except one person who says that he does not sleep a lot). 

1.3 Second Day: May 2nd

I slept 5 hours. A bit before 6, I’m in the lobby of the hotel. Stephanie is picking me up to take me to the plant. She’s just on time. She has thought of bringing me some fruits for my breakfast. As I’m worried, she says that she did not come earlier for me, that she needed to talk to an associate (working on the night shift) before he goes back home. She might, but I think she also did it because I needed a ride. That’s nice of her.

We arrive at the plant. I change and meet Don and my new team. Don pairs me with Steve who is in charge of the process – depositor. Same quick introduction as yesterday… He says that I have been working the day before and that I was working with Mary Ann. He adds that I am here to help. I follow up by saying that I’m really here to help and mention what I did the day before. Dwayne (in charge of the wrapper) seems very interested when I say that I swept the floor (that was indeed a bad example to use (). Don notices it and jokes that I am not there to do all their work. I laugh and say that I can always refuse to do something. We all laugh, and then go down. 

There are four guys in my new team (MA had told me the day before that there were fun to work with… I have to say that I was not sure at the beginning, but after two hours working with them, I agreed with her):

Steve (depositor/ process): has been working for XX for 5 years

Craig: 4 years

Aaron: 3 ½ years

Dwayne (wrappers): 5 years

No one in charge of the caramel. There are only two “caramel people”: The guy from the night shift stays longer and Terry will arrive earlier - 10:30 AM.

Their senior operator is working on another line – Heritage – a special project. Jeff, another senior operator – from the night shift stays until 10:30 am to help. He has been working for XX for 21 years.

As in the previous crew, not that many “old timers”.

They seem to form a closed group. They make jokes, help each other. 

Two of them are going on holidays together.

As soon as we are down, Steve shows me the job: tempering, temperature, weighting (chocolate with no caramels and candies). He notes the numbers in a notebook and then he has to go and write them in a notebook. The computers are in the middle of an area nearby the packing machine. Not very easy to access it. Surrounded by a belt and you have to pass over it to get inside. There are also two poles in the way.

Steve is very conscientious. While weighing the chocolates, he writes down the numbers on a paper and does the calculation before: the computer does it but I like to check, he tells me. And he finds the same numbers! (
We then go to the cleaning room to clean the moulds. The room is a bit messy so we clean up the floor, empty the dishwasher, put new moulds in. Some of them have candies stuck inside. We hit them on a plastic box to get the chocolates out. 

First break: 8:10 - I go and have my breakfast. 

Everybody in the cafeteria is sitting in small groups 2/3 people – 2 groups of 5. A few people sitting alone like me. One is sleeping. 

I go back at 8:30. Before putting my earplugs, I stop for a few seconds: It’s really noisy by the line and I find it tiring to listen to people that you cannot really hear because of the earplugs. And I’m doing this only for two shifts.

[Each time I’ve been going back down from a break, I had this feeling: I find the noise exhausting. I also find the white light and the cold air tiring.] 

When I am down, I empty a few drawers of waste chocolate, move a few boxes nearby the packing area. I don’t know where is Steve and before going and looking for him, I take some notes on my notebook. Dwayne is making boxes a few meters away. He asks me what I’m writing in my notebook. I tell him that I’m writing what I’m doing, what I’m thinking and what I’m hearing. I also explain him the project in more details. He has been working there for 5 years. His mother and his cousin are also working here.

He’s changing the foil of one wrapper and asks me to bring him a new roll. I bring a roll and want to show him that I can change it. I try but do not succeed. Twice! We both laugh. Even more, when he takes over and messes it up the first time. The foil is so fragile. You really have to be careful. 

After, I help moving boxes to bring them closer to the package area.

Steve comes and we go again in the cleaning area with Steve. He tries to move a barrel of detergent. It’s very heavy. I can’t help that much. He finally goes and get some help and they use one of the “pallet carriers” (I realize I don’t know what’s the exact name for it - neither in English, nor in French! It’s like an electric car used to carry heavy things like pallets around).

Steve and Craig are standing nearby the bell. Things are quiet and go smoothly. Craig jokes: “that’s what we do” and then adds “but if you’ve been here last week”… I say I can imagine as yesterday things did not start smoothly and in fact were not always smooth in the wrapper area. 

[It reminds me of working with the air traffic controllers where for a while things can go well and can be “boring” and suddenly something happens and everybody has to be fast and efficient. Interestingly the “boring” quiet times require in a way more energy. Moreover, I’m always impressed by the ability people have (in this kind of context) to start working as soon as the problem occurs].

Second tempering with Steve: 

Nearby the caramel area, there are several boxes of chocolates with a big “waste” label. Steve asks Terry if she knows what’s happened. She does not know. They look at the boxes to see when they were made. Steve takes from his wallet a little card where his entire schedule is printed and checks whether these boxes were made a day he was working. They weren’t. He looks relieved. 

I have already noticed the day before this little card with their schedule. They all have it. They all refer to it. It’s “their life”! 

10:50: Second break – 10 min. quick coffee and I write down a few things.

In the corridor to the cafeteria, I notice six posters – each value + a picture of the founder of the company.
When I’m back down, Steve and I go and work in the cleaning room with Steve. There are no major problems. The tempering and the weighting are done. And there are many dirty moulds. Steve says that it’s a boring job (cleaning the moulds) that no one likes to do it. I ask why: well, basically, it’s a big dishwasher…

I haven’t thought of it. Maybe because I don’t have a dishwasher. When I tell that to Steve, he laughs.

MA is repairing a machine. She puts some signs on different parts of a machine. 

A woman and two men passed by. Steve says this woman is in charge of the security. If MA had not put the signs up, she would have been fired. I am shocked and relieved she did put the sign. When he sees my surprise, he tells me that when the German guy brought the new depositor (it’s a German machine), he said that it was only in the US that there were so many rules. 

It might be a European / American cross-cultural difference.

Back to the moulds cleaning room: emptying the dishwasher and putting more moulds in. [I start understanding why people find it boring. In fact, as a kid I hated emptying the diswasher.] 

Then I go and help MA with the boxes: MA makes boxes and I put plastic bags in.

I regularly check the waste drawers from the wrappers.


Noon - 3rd break: Lunch with Steve, Craig, Terry and Mary Ann. Nice and friendly.

When we go back, MA and I find Dwayne nearby the belt, checking the chocolates: the one on the second row (from the left) on the last row is licking. He is picking them up and throwing them.

Dwayne spotted that candies were licking. I have no clue how he did that. MA says that the wrappers might have been stopping because of the caramel and that he then went to check and found out. I did not have a chance to ask him. 

Dwayne told Steve who made adjustments but it will take 20-30 min for them to be effective. Dwayne leaves and MA and I are screening the chocolates. After a few minutes, she asks me if I can keep doing this while she goes and checks the machines. Of course, I’ll do it! I’m also picking up others, which do not look “nice”. I remember what MA told me yesterday about “shiny” chocolates. 

Steve comes and helps me for a while. Then he goes and works and something else. He comes again to check. Eventually, there are no more licking chocolates.

When I am done at the belt, I go back to see if I can help MA. She is going to change a roll of foil. I go and get the foil. She asks me if I want to change it. She helps me a bit but 

But I don’t do such a bad job. I then go and check the other wrapper and see another roll to change. I start changing it. I am stuck at the end when I need to cut the “sticky tape”. I go and ask MA who is making boxes. Craig is nearby. He comes too. He gives me his scissors (MA cuts the tape with her fingers; I can’t).

MA says I’m learning fast. I am not sure it’s true but I feel good. I feel very proud: I can do it! 

It is not “difficult”, yet it involves so many tiny details: not breaking the foil, where to cut? Where to put the tape? How to get the foil (pushing or folding)… it ends up being complex!

MA calls on Dwayne to show him that I have been able to do it. He has a quick look from the place where he is making boxes. We joke about my first unsuccessful attempt earlier this morning.

I then go and help with the boxes: Dwayne makes boxes. MA and I put the bags in.

2:30 I say good-bye and leave.

2. My impressions:

The two teams I worked with are great teams, really nice people who welcome me warmly and help me to feel part of the team - although they could have not trusted me at all (and I would have understood). 

Both teams are great examples of teamwork. People get along well, help each other. People nearly never have to ask for help. When they needed help, there was always someone around to help. E.g. at one point, the wrappers were all down, and John came as he saw the yellow lights flashing. People have roles, but they will take any other role when needed. Across shifts, associates each other. They will stay other time or after to help a crew that has not enough people. Many times, people were discussing schedule across crews to see if any crew needs extra help. In one case, one person changed her plans to come and work to help a crew that was short on people. She was not supposed to work and was supposed to have her grand daughter, but when she realized that another team will be in trouble, she decided to change her plans. That’s not a unique example. Of course, overtime means more money, but people also do overtime just to help other teams. 

Tiring environment: the continuous noise; the white lights; no natural light (you don’t see the sky); the helmet and glasses (maybe you get use to them but they bothered me after a while and gave me a headache).

Tension: I was struck by the passion people have for their job - overall, they love their job, they try to do their best and some insist that they want to do it better (e.g. they ask for training, try to continuously improve). Yet, they also feel very frustrated. They feel unheard, left over, treated as numbers and not as persons.  They have the sense that the company does not acknowledge and realize their role in the success of the company. Despite their complaints, they keep working hard and trying their best. They all show an attachment to the company.

Their complaints are realistic, in the sense that they realize that there is an economic reality with a tougher competition, which implies some changes. They also all say that XX is a good company. They are grateful to the company that helped them raising their family. Some mention the holidays (3 weeks), others retirement plans (for the old timers, it seems that this has changed).

I was surprised that despite the frustrations, people still were committed to their work.  It was as if there were a potential that was not used. 

3. Issues and concerns 

Below are different issues that came up in my discussions with the different associates (either their own perception, or stories they told me). I will use only the masculine for anonymity reasons. 

I removed part where it was difficult to not mention the company. 

 Rotation shift

One of the first things everyone (except one person) mentioned is the rotation shift. People say they are exhausted. They can’t recover. When they have 4 days off, they don’t really do anything else than trying to recover. Moreover, they don’t see their family.

-“The shift is terrible. 12 hours on weekends and two weekends in a row. And then there’s family everywhere but we don’t get to see our family. It’s hard on the body.”

- One associate in his thirties says he has never been so tired.

- “Yes, my wife tells me: they have all these principles, these values but they make you work these dumm hours.”

-“ If only not 12 hours, and not 2 week-ends in a row. But it will cost them a bit more so they don’t want. “

People feel the shift was designed because of money, 24/7 with as few people as possible, without thinking at all about the people.

I heard several stories of people who were so tired that they were thinking of finding another job - even though they like their job.

I found people tired. They all look exhausted. 

Communication

People feel like management does not listen to them, that there’s no communication. 

There is clearly a feeling of an opposition between “down” and “upstairs” (which also reflects in the feeling that value of is meaningless).

- Some note: “they are pushing the leadership on us.” They also said that they rarely see them down: “We don’t see management. They don’t come down.”

- I was told that they used to have meetings with the previous plant manager “but it did not go well so they stopped and with the new manager, we hoped it will happen but it did not.” There is feeling that there are no open forums.

- I had the feeling that several were reluctant to talk to me because they were worried of the consequences. I was explicitly told: “I don’t want to talk to you. I don’t want to have problems.” I understood the concerns, yet it reflects a lack of trust and transparency. 

- I was also told about some guys who tried to start a union, they all disappeared. It was never officially said that it was for that but they did get fired. I understood even better the concerns when I heard that story, although I know that won’t be the case this time. I hope this field study could be the beginning of a new dialogue. 

- I was told stories where management does not fulfill their “promises”: they hired people at an operator level, saying that they will move up the ranks quickly, that there were opportunities. But 5 years later, these people have not been promoted.

- Management is not perceived as open. Those who are people oriented, they leave. There is no moving up the rank anymore. Managers are hired from outside and they don’t understand the job.

To summarize, I was told about, and felt a disconnect between management and the factory. Associates feel unheard, left over. They know changes are required, but they would like them to be done differently and more fairly. Communication is important.

People orientation

- Several times I was told: “We are just a number”. All ask to be treated better. Some added: “we’re just a number, before we were a family.”

- Associates feel there is a lack of passion and compassion. 

- I was given several examples of great managers - who care about people, who have empathy. For these managers, they would do everything. However, these managers don’t last long - I was told. “Managers who show compassion they don’t stay. They don’t fit with the management.”
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