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8.1 Conclusion
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drawn in figure s.1 to represent changes of organization
before and after the transition.
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Figure 8.1 Test Engineering Organization Before and After
Restructuring

One subjective area that more attentions need to be paid
iIs customer satisfaction index. Customers did not feel
significant improvement in 'Flexib ility' aspect, while
the improvement can be statistically observed. This
indicates that more communication to customers in this
particular area is highly required. In the other hand,
expected fle xib ility of customers could be well beyond
what the organization delivered.

The restructuring is considered one of the cost-effective
activities. Cost of restructuring could be divided into
3 categories as shown in table s.1. Total cost associated
to the restructuring is relatively low, below $100k
investment compared to a benefit of $250k per month from
0.5% electrical test yield gained in manurtacturing due to
improvement in speed of reaction, potential saving of
$30k per month as a result of reduction in number of
testers in conversion due to shortened tester conversion
process, and $10k per month cost avoidance due to

improvement in Q qualification process.

Table 8.1 Cost Summary of the Restructuring

Management and Training $21k 26 %
IS/IT Hardware $28k 34 %
IS/T Software and Development $33k 40%

Total $s2k 100%
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involvement of Manager and emr)loyee is a key factor to
bringing in an appropriate solution for the organization.

8.2 Discussion

Flexibility causes money, capability needs to be
developed to accommodate fle xib ility in long run. Speed
also causes money, an optimization of speed and benefit
need to be considered to avoid over-reaction to the
business needs.

For example, speed of tester conversion lead-time can be
improved from 310 to 175 hrs to reduce the number of
testers in conversion, the capability to reduce it down
to 24 hrs exists by hiring more workforce, but the
business need is not their yet. One-week-ahead
conversion plan s till can cover schedule adherent as well
as surplus testers are still available. Anyway, 24 hours
conversion capability is developed to react short-notice
change from downstream process.

Restructuring of multi-function technical organization
has a key lim itation at resources capability. In
manufacturing environment, utilization of the resources
are benchmarked, direct to indirect labor ratio is
measured. This stronglK drives or%anization and creates
a type of environment that treats human as a machine,
where its utilization is maximized to produce tangible
output. What it takes to be a strong technical
organization in the fong run is not a number of issues or
transactions that the organization responses in day-to-
day work. Optimization of time-spent allocation o
employees on their routines and technical studies is
highly required, and management is fully responsible for
it

Management vision is required for a projection of proper
development scheme of organization capability to align
with current and future requirement. Table s.2 shows a
projection of test engineering organization and its
environment, which is wused in aligning the development
scheme of the organization.
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Table s.2 Organizational Development and Upcoming Changes
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Product capahbility (Cpk) improvement is foreseen because
of introducing six sigma initiative to product design
process in year 1999. Test strategy tends to align with
product capability, sampling test and audit test is
foreseen in the next few years.

Structure of the organization would be transformed back
to autonomous responsibility due to reducing in amount of
product test related issues. Process improvement
technique w ill highly depend on statistical application,
i.e. SIX sigma approach, and SPC.

IT support will be heading toward decision support
system, which highly depend on development of knowledge
base and intelligent system, such as fuzzy neural
network. Client/server on Intranet platform w ill
continue to be a necessity for the operation. Palm PDA
will play an important role in mobile information and
decision support system.
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8.3 Recommendation

Restructuring the organization, the most important is to
define product and customer, then a clear vision and
mission need to be established to provide a solid
direction.

Organization metrics is the key of knowing where the
organization is and where it needs to be In the future.
It is very important to ensure existing of organizational
awareness of employee and accessibility of employee to
organization metrics. Figure s.2 exhibits a balance of
organizational metrics against cost associated.

t Quality
0 U L ) COS.
v Flexibility

b CSl

Figure 8.2 Organizational Metrics are Balanced Against
Cost

To avoid downsizing and radical change in restructuring,
the organization might want to reassess capability,
situation, and business trend in regular basis. This
w ill allow minor changes in the organization to cope
situation requirement in timely basis.

Tv avoid resistance from employee to restructuring,
picture of situation and vision has to he clearly
communicated to employee. Employee involvement could
turn it to be a cheerful activity in saving the
organization.

It is difficult for manager who handles technical
organization supporting manufacturing on both
maintenance-troubleshooting tasks and technical
development tasks. Naturally, a priority is more likely
to be on maintenance and troubleshooting tasks, so called
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"fire fighting" in typical day-to-day manufacturing. It
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organlzatlon, Fedlcate groups to perform these two major
rofes separately are recommended.
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