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Comments on

the changing HP scene —

and the people behind it

Harry Portwood, Corporate affirma-
tive action manager, discusses
agenda with Corporate Personnel’s
June Waliker during conference.

Measure with a tim
1c preview the tutur
affir “T;C’ e action aclivit
S eard throughout
the conterer was that atfirmative
uf"HCﬂ will remain a strong HP prior
1ty in the years ahead
Tr. HP organization worldwide
is commuitted lo athrmative action
said John Young in opening the
conference "Affirmative action fits
squarely within our corporate ob
jechves and the way we like to ap-
proach our work It is also a goal we
pursue in the best interests of our
organization
Alfirmative action 1s a goal HP
pursues because Il makes good
sense HP's attirmative action pro-
grams are part of worldwide eiforts
l” f‘eve]op HP's human resources
\S the COMLJ"' grows around the
oklu it will need to recruit and de
’elop greater numbers of talented
people Affirmalive act
grams are gecref‘ t

on Pro-
ard 1ncreas-
d people
yeclally among
"‘»'*e apg'r its of the population
that have been under-represented
n technical fieids

The need for atfirmative acti
exists throughout the we
gardless oi the Jf’"r:r 1cnu or ex 1sting
political forces where HP entities ex
ist The tocus of future A}—. program:
remains very cmar an emphasis on
enhancing the job skills of minorities
women and all people who have

Ow:

n

Id for HP re-

traditionally had limited career
opportunities

HP expects To increase the num-
ber of outreach programs aimed @
encouraging persons cf all bac
grounds lo enter tec .
where opportunities for achieve
ment abound HP people will
tinue their involvemen
schoocl counseling minority
assisiance. and summe
grams—to mention on
activities Specialc
nars in affirmative a f
agers and ongoing tr::m r*g
pr¢ 3 ams will ensure an emphasis
on lopment of all HP people

An r{F commitment to the goal of
athrmative aclion does not mean
trh.at it automatically agrees with al
the methods that government agen
cles have chosen in their efforts to
achieve that goal We have seen the
atfirmative action activities of these
agencies focus so much on paper
work and slatistical exercises that
their energies—and HP's—have
been diverted (rom the real task at
hand HP wanis to focus on t'w prob
lemns thal have prevented the full
work-force participation of all seg
ments of sociely For that rea
company has been active in
to simplify overburdensome g
ment regulations in ihe hopes of
strengthening and clarifying the
goals of atfirmative action It 1ssim
ply toc imporiant a goal to get wld(n
tracked 1nto debates on statistics
The real i1ssue is how best to create
the greatest opportunities for the
most people Asthe conterenc
made clear, HP's affirmative action
programs will continue o address
that 1ssue vigorously M
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TEAMWORK TAKES OFF

The HP team spirit has taken on a new form — quality team:s.
More than 500 now bring an exira measure of energy and en-

thusiasm to the many ways HP people search for improved
product quality and personal growth.




ancy knows why she likes be-
longing to a quality team in

Data Systems Division pro-
duction: "It's given me the opportu-
nity to voice my opinion and know
I'm being heard "

Like other members of quality
teams or quality circles throughout
Hewlett-Packard. she meets each
week in a small group led by her su-
perviscr to look analyiically al bet-
ter ways to work together and to
develop suggeslions to manage-
ment for improvements

The phencmenon of quality
teams has swept through ihe com-
pany since MEASURE looked at
Japan’s Quality Control Circles in
the November 1979 1ssue

Inthe US alone. the number of
quality teams has jumped from 151n
mid- 1980 to more than 220 this June
The present companywide total is
well over 500 and climbing oo rap-
idly for an accurate count (We've
included the names of as many as
we could gather on the front cover)
The company's first in-house conler-
ence of quality teams was held in
Loveland. Colo. this June

A number of elements have com-
bined to create this explosion of
interest:
¢ In 1979 eleven HP manufacluring.
product assurance and materials
managers led by Vice Presideni—
Manufacturing Services Ray
Demere visited Japan to look over
successiul manutacturing tech-
niques One of the messages they
brought back was that quality cir-
cles of production workers played
an imporiant role in the quality ot
Japanese workmanship
> HP's joint venture company in
Japan, Yokogawa-Hewlett-Packard,
has continued to expand its quality
circle activity which began at the
factory in 1973 YHP now has 214 cir-
cles, more than 60 percent of them
in sales and customer service
> Pioneer eftforts by four U S divi-
sions—Manufaciuring. Colorado
Springs. Loveland Insirument. and
Deskiop Computer—and HP Malay-
sia in starting their own quality cir-
cle activity in late 1978 and early
1979 led directly to development of

el

a companywide training course 1n-
troduced in 1980 HP uses its own
lerm Quality Teams. drawing upon
Ihe concepts ol quality control cir-
cles. quality of work life and the HP
Way (Scme divisions prefer other
terms tor their activity
> The NBC-TV documentary. "It
Japan Can. Why Can't We?™ on Jap-
anese accomplishments {n IMprov-
ing quality received wide inlerest
In March. W Edwards Deming. one
of the stars of that show. gave a two-
day seminar tor HP management on
the importance of statistical control
> The latest count showed 43 HP
entihies in various stages of training
or developing quality teams. with a
number of others inlerested In get-
ting started

Qualty teams are thus no longer
an exotic 1dea al HP but tamiliar to
many divisions and sales ctfices
Old-timers with the company tend to
see them as a modern version of the
comfortable small-group decisions
that were an everyday part of HP's
earlier days, buf others would
disagree

“"HP's style ot operation and em:-
phasis on decision-making at the
lowes! level are certainly compatl-
ble with quality leams.” said one ob-
server, ‘but quality teams are far
more defined Participation 1s volun-
tary. with regular meetingsand a
formal decision-making process
which includes the use of statistics

The typical division has a sieer-
Ing commuttee. a cocrdinator. facili-
tators who guide the process for one
or more teams but are nol experis
on the subject, and team leaders
{usually the supervisor of the
group) All are volunteers Not sur-
prisingly. a number of variations are
apparent within HP

Steering committees (some divi-
si1ons have more than cne} develop
iheir own objectives and guidetines
The emphasis may be on people
development or on IMpEroving pro-
ductivity and produc! quahty Some
divisions train heavily in group dy-

amics while others stress statistical

procedures

Facilitalors may be tull- or part-
fime. from another functional area
orin the team members own area.
managers or non-managers Sev-
eral divisions don't use facilitators at
all Germany calls the role "moder-
ator.” and has a “champion” as co-
ordinalor and “advisors” who give
basic training A number of divisions
have developed their own training
materials to supplement the course

available from Corporate
Starting up the group process 1s
not withoul Iis frustrations Several di-
visions have decided they made
talse starts on qualhty teams and
have backed up toc begin again
with more structure and training
Responsibility for quality leams
at HP 1s now split among three func-
tional areas—manufacturing. prod-
ucl assurance ang personnel—and
the aclivity may wind up reporting
to any of them at a given division
“There’s no standard way it hap-
pens al HR.” says David Ross. who
administers ithe program of quality
team training materials developed
by Corporate Training and Man-
agement Development Some 400
members of steering comrnittees,
facilitators and team leaders have
been through the course since Janu-
ary and it has just been expanded
trom two fo three days in length
Corporate Quality under Paul
Baird 1s concerned with promoting
the understanding and use of statisii-
cal methodology which 1s standard
in Japan but spoity inthe US Ross
Redeker of that department 1s
spearheading development o a
iraining course on statistics which
will be started this fall
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In the absence of a single Corpo-
rate manager with overall responsi-
bility for qualily teams, a voluntary
“quality teamn on quality teams”
under the name Bay Area QT pro-
vides loose coordination. It will
sponsor the company's second inter-
national quality leams conference
next year

How good are the prospects for
mainiaining long-term momentum
of qualily teams at HP? Today'’s
cheerleaders [cr the quality team
concept reject any notionthat i isa
fad. They say qualily teams have too
many valuable results. measured
both in dollar payback and people
growth, ic lade away Given proper
training and management support.
they should grow to 1,000 in number
nex! year in HP's hospitable
environment

Here is a closer look at scme
quality teams and individual HP
people who have promoted them:

DSD: emphasis on
personal growth

hen Gaylan Larson. then
manuiacturing manager of
the Data Systems Division, re-

urned {rom lhe trip to Japan with
{he Demere group in Oclober 1979
he asked production manager Bill
Mohr to work full time on starting up

September-Oclcber 1981

qualily teams HP managers louring
Japanese industry had been im-
pressed wilh the interlinked impor-
lance of automation, qualily and
inventory control and the wide-
spread Jse of qualily conirol circles

It ihe latter concept works, it
should not be limited (o the manu-
facturing area. Bill reascned. He ar-
ranged thal representatives from all
functional areas aitend the Interna-
tional Association ol Quality Circles
conference in San Francisco in Jan-
uary 1980 The |0 attendees came
ktack so convinced that they be-
came the division’s first steering
commitiee

The emphasis at DSD has been
on persondl and protessional
growth of everyone involved. in-
cluding leaders and tacilitators Itis
known informally throughout the
company as "The Bill Mohr
approach”

By the time Bill left DS this sum-
mer lor a new assignment, DSD had
30teams cdivided equally belween
production and non-production areas

Cre of the DSD people whose
er:thusiasm matched Bill's own was
Maggie Johnson. then a supervisor
in manufacturing The pilcl quality
team which she headed was the lirst
one {o make a presentation tc divi-
slon management

Since then Maggie has putio-
gether her own program tor pros
pechve quality team members and
been invited lo appear at a numbker
of manufaciuring divisions. She's
even appeared in an HP-produced
videotape on quality tearns

Last month she joined Corporate
Trairning to werk tull-ime on quality
team assignments

Maggie tells her classes. "Afler
rmy own training as a leader was
over, | tell very panicky rather than
enthusiastic and ready to go Ques-
tions kept ccming lo mind: Wha if [
cantlead? What il 1 lead 1n the
wreng direction” Worsl of all. what il
there is no one {o lead?” Her (ears
proved lc ke urlounded

The eighl-member team led by
Maggie at DSD did a survey and
recommended buying a new rivel-
:ng machine

“That tirst project was just hike
raising @ new babpy we waorried
about everything.” remembers
Maggie "We read through the man-
ual {or Fresentations al HP 1o gain
more confidence when we met with
management

‘One ol lhe Iringe penefits of
quality leams thal ['ve seen 1s inai-
vidual personal grcwth Employees
who were very. very quiet people
have been willing to make phone
calls lo support the group and to talk
o engineers. Theyve all learned
how o relate to each other. how to
listen, and how to compromise
They've also learned how lc collect
dala. write minutes and do public
speaking—evervone on the team
had a part in our tirst presentaticn

‘Amazing things happened in
cour group ljustcant kbelieve the
growth lnal pecple experience
through quality teams”’




LID: quality team
for QT conference

jast linished hosting the
company'’s first [International
Quality Teams Conference, held
June |1 and 12, which atlendees
generally agreed was a dynamite
event

The conference itself was a real
quality team effort, according to
Linda Dellmar, one of the organiz-
ers Planning began 18 months ago
in the division's voltmeter producl
line, the original home of LID quahty
teams. (LID startied the first two
teams in the US in 1978 and now
has one of HP's most mature activi-
ties in the country )

First a quality team was formed
with the expanded problem of hold-
ing an international conference

It started out hoping for a good
representation ot US. entities A sur-
vey was sent to HP people active in
quality teams to find oul if they
would be interested in a national
conference and. if so, what their
priorities would be That data was
compiled for the division steering
committee headed by John Mohr,
which not only approved the idea
but joined the conference feam

Says Linda. "Everyone we asked
to help on subcommittiees—irom
entry-level people to the manufac-
uring manager—had a lot of en-
thusiasm and interest " Top-level
speakers were obtained for general
meetings and workshops, and 13 LID
quality leams invited lo demon-
strate making a presentation to
management

"Twas walking on air when we
received a registration irom Ger-
many—our first acceptance from
outside the US." said Linda The
final registration was more than 300
people,. including representation
from Germany. France and
Malaysia

I ovaland Instrument Division has

A careful start
in Toronto

t HP Canada's Toronto oftice
one of six quality teamsin a
puot project has just made

its first presentation to management
on the problem of handling crediis
and rebills more quickly

It represented a milesione to
Commercial Services Manager

John Cross who has been coordinat-

ing the activity

The subsidiary had laid the
groundwork carefully for the intro-
duction of quality teams, first send-
ing John and another manager {o
Palo Alio to attend the Corporate
training course Then came an ex-
planation of the concept to the sub-
sidiary’s Operaiions Council. and
setting up a steering commitiee All
departments received a 1 7z hour
explanation of the teams

In April John and steering com-
miltee member Pauline Allen intro-
duced the 1dea to 14 prospective
leaders and tacilitators “"We were
trying o stack the deck in our favor
to make quality teams a success.
John admits “"We selecled people
for their strong personal skills, lead-
ership and the ability to be sensitive
1o letting the process go smoothly
without saying something—but
strong enough to step in 10 say ‘reset
to zero' if necessary”

Two people turned them down
immediately The names of the oth-
ers were put in a hat and the first {a-
cliitators and leaders chosen (Three
of the polental team leaders then
excused themselves ) Those who
elected to go ahead with quality
teams went through the Corporate
training course, given in Toronto by
David Ross. and are now training
their team membpers

Some lessons were learned 1n
the startup Beginning in the sum-
mer 1s a poor i[dea because the {a-
ciitator and leader may be unable
to get together to train the team due
to vacations And limiting a team to
six people doesn't provide enough
stability to keep going 1f Job assign-
ments change But those small frus-
tralions were torgotten when the first
quality team presentation went of!
n line style

And yes. the team’s recommen-
dation that order processing have
more local autonomy tor authoriz-
ing credils was accepted by man-
agement {or implementation, asis
usually the case

Software circles:
a different task

\/\/;.’1 naguailyleqmisa
software enginser’

Al the Information Networks Divi-
sion, which has two software teams.
Product Assurance Manager Sally
Dudley points out some of the differ
ences in operation

“In software. the major emphasis
1s on R&D rather than production.
which has a process that 1s repeh
tive The problems which soliware
circles deal with don’ fix something
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down the line and macke a perma-
nent imprevernent

“There's nc history {0 go on be-
cause the soflware proiession hasni
evolved standard techniques And
there is really no concensus on whal
Isorisn't a geod product ”

Software teams tend therefore 1o
focus on problems relaled to the
work environment, lerminology and
Iraining One of the IND teams sur-
veyed the whole lab to discover the
major issues and tound lhat neise 1s
a concern for engineers who must
concentrate in an open selhng Re-
sull: creation of a quiet room

Another project was pulling to-
gelher a hali-day orientation course
for branc new engineers upcn ar-
rival "since new people could feel
as if they had disappeared " The
handout for thal course has now be-
come a self-study manual

Scflware circles in pboth IND and
lhe neighkoring Computer Systems
Division have completed putting to-
gether centralized documentation
libraries

The Colorado Springs
approach to training

hen Poul Richardson, Stella
Martin gnd Petle £ pul
Ihair heads logeiher twa

yedars ago about developing qualty
teams at the Colorade Springs Divi-
sion, the decision was tc first train
managers and supervisors to lead
tearns effectively

September-Octocber 198]

Paul, manufaciuring manager
for oscilloscopes. was already inter-
ested in creating @ more enjoyable
work atmosphere where people
would feel free tc contribute their
good ideas to supervisors. Slella, a
section manager, contribuled the
resulls of her six months of indepen-
denl research inic Japanese qualhity
control circles Ang Pete, a former
university instrucior, had a streng
packgound 1n teaching people to
work 1n small groups

The package they put together
was aimed al upgrading manage-
rial and supervisory skills in general
with specific training in group dy-
namics Paul developed a leaders
manudl, tying concepts of gqualily
circles, quality of work hie and par-
ticipaiive managemenl into the HP
wery

Pete Delisle has developed a
100-nour Leadership Effectiveness
and Developmen: Workshop for firs:-
line supervisors thal is given over a
period of eigh! months Two-thirds of
the supervisors in the Oscilloscopes
Operaiion have atiended voluntar-
lly To get them thinking abcut effec-
tive leadership. Pete uses such
techniques as lhe survival exercise
which poses a hypothetical airplane
crash to ieach thal collective deci-
sions are petler than individual
decisions

In related training. Dick Ouel-
lette teaches a General Problem
Solving Class to supervisors and
their groups He tailors his examples
10 a particular area’s difficulties
such as work flow or incoming parts

Other workshops are given in ana-
lytical froubleshooling and statistical
quality contrel

Since Celorado Springs Division
has emphasized training supervi-
sors to understand thoroughly what
they're doing when working with
groups, It has approached the or-
ganization of ils quality teams in a
unique way. It does nol use facilita-
tors to help guide the process (al-
though a “consultant,” typically a
manager. is available) A steering
committee was formed only eight
months ago and the more than 30
quality teams are at last reaching
the stage of making formal
presentations

"It has taken us longer to get
started.” says Paul, "but we knew
quality teams would blossom nicely
intheend”

A split-shift team
is twice as good

plastic molding area, which

runs three shitts, has quality
team involvement on every shifl and
in every group Some of those teams
have members from two shifts, 1n-
cluding the combination graveyard
and day shift qualty team led by
Mike Carveiro

Mike, a graveyard supervisor,
had been the leader since the team
was the {irst to be crganized al the
division's 395 Page Mill Road site 1n
1979 He'd heard about quality
teams underway in the division's
printed circuit facihity up the hill and
‘everything was positive *

Five of the 10 ieam members
and facilitator Pete Klein are from
the original group, with equal rep-
resentation from each shift The
team includes machine operators
and set-up people, a flame-sprayer
and supervisors Pete is a productiion
section manager

According to Mike. a split-shift
team has several advantages The
time required for research can be
spread across two shifts, for instance
Day shift members have easier ac-
cess to groups such as engineering
and preduction control which share
the sarne hours, while it is easier to
do expenmeniaticn (such as break-
ing down a machine to try some-
thing ditferent) on off-shitt

T he Manutacturing Division'’s




A solution worked out by a team
with members from two shifis pro-
vides a good core ior plantwide im-
plementation One member is
responsible for keeping the swing
shift informed

The team has leaned toward
projects in the area of productivity,
such as low production rates when
drilling control panels Dala that was
gathered to improve production
output of a grit blaster will now be
used again by Pete o justify the
capital expense of replacing that
machine.

Replacing members when shift
or section movement lakes place is
no problem Says Celso Mejia, one
of the original members. "Practi-
cally all of the graveyard crew
wants to be on the team ”

Statistics make
the difference

t HP Malaysia. which follows
Ahe Japanese patlern for
quaiity control circles. train-
ing in statistics is considered critical
for success,

Quality Assurance supervisor
Neoh Kah Thong. who coordinates
20 circles, noticed the contrast be-
tween East and West when he at-
tended the international HP quality
team conference in Loveland

"In US. companies. the heavy
emphasis is on group dynamics and
communication to develop team-
work—probably a wise approach
for the culture

"However, there is also a need to
pay attention to the teaching of sta-
tistics. Without statistical quality con-
trol, some so-called quality circles in
the U S have little in common with
Japanese QC circles

"HP seems more aware of this pit-
fall than many other companies and
there should be no danger of its ne-
glecting siatistics “

QCC leaders are first taught such
basic quality control techniques as
the Ishikawa cause-and-ettect dia-
grams and Pareto diagrams, data
collection, graphs and histograms to
use in analyzing data and making
presentations Leaders then see that
team members have the necessary
statistical tools for their projects

Neoh has given added instruc-
tion in scatter diagrams and control
charts during monthly meetings of
circle leaders Lecturers from the
University of Science, Malaysia.
have also been brought! in to con-
duct a training course in statistics

Similarly. HP Singapore includes
generous training 1n statistics in its
weli-developed QCC activity

Some US divisions now offer
their own statistical tramning, usually
directed first at engineers Deb
Shenk at the Loveland [nstrument
Division 1s one of several statisticians
who have joined the company re-
cently Herb Zimmerman at the
Desktop Computer Division has al-
ready given his own lé-hour course
to 140 people—and plans eventu-
ally to frain everyone

“You can get people through the
barrier of fear once they ind they
can actually use statistics,” says
Gerry Dyer of the Microwave Semi-
conduclor Division "By reducing 15
pages ol data to one picture you
can see the whole problem ”

YHP sets
the pace

+ 1. a quality circle in Yokoga-

wa-Hewlelt-Packard's Takaido
sales headquarters 1n Tokyo. had a
problem How could they improve
the handling ol specially designed
shipping tormats provided by some
customers?

Their analysis showed errors in
coding. an incomplete manual, and
lack of intormation on the part of
secretaries—all things that were
possible to correct once identitied

The result was reduction ot cod-
ing errors from 24 percent to 6 per-
cent. they reporied to a conference
of 80 quality circles established in
YHP sales offices

The spread of quality circles into
the field last year virtually com-
pletes the penetration of the 1dea
throughout YHP The firsi circles be-
gan in production in 1973, then were
copled by administrative areas
Now some 83 percent ol YHP'sem-
ployees participate in quality con-
trol circles, with Masahiro Yamada
serving as the tull-time coordinator

YHP's quality circles have com-
pleted a total of 380 presentations to
management over the years The
circles represent personal benefits
to members that are real but not
easy to calculate, and annual dollar

The Traditional Japanese Ladies

savings to YHP estimated at $1 mul-
lion per 1,000 employees per year

Competition among quality cir-
cles is encouraged, both within YHP
and among Japanese companies.
Preseniations are judged on dollar
savings. the effective use of statistical
quality control tools, members’ at-
tendance, and the total effort which
goes into completing a task Winners
receive tours and other prizes

For the first time this September. a
representative from each of four
winning YHP quality circles re-
ceived a trip to the United States.
With the help of an interpreter. the
visitors graciously gave a series of
presentations to show U S quality
team members how things are done
at YHP.

QT champion:
Fred Riley

red Rilsy quality gassurance
mangger for the Manuiacturing

Division was one of HP's origi-
nal promoters of quality teams In
1979 he wrote his own training ma-
terial to get the division underway
He continues to share his enthusiasm
about team building with other HP
people as a guest speaker.

This year he is serving as
1981-82 president of the [nterna-
tional Association of Quality Circles

Fred has strong convictions
about the types of problems that are
appropriate tor quality teams to
tackle, taking issue to some degree
with quality experts

Such supersiars as W. Edwards
Deming and J M Juran. both of
whom have consulled with HP, insist
that 80 percent of the quality prob-
lems in the workplace are manage-
ment!- or system-oriented Quality
teams are not a substitute for man-
agemeni commitment to quality,
they say. and management must be
kept on the hook for making critical
improvements By the same token.
quality tfeams should address the re-
maining 20 percent of the problems
that lie within their own control

Says Fred "l agree about man-
agement’s responsibility for making
signiticant improvemenis—but in
my expenence, quality teams can
always come up with something that
will help in the process " M
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cautious crawl with fingerips

Aand toes balanced on cob-

bles projecling above the
rushing water reached a jancture
after five meters To the left a pas-
sage ascended steeply to daylight
while to right it continued inlc lotal
blackness. . “ No! Edgar Allan Pee
bul Ivan Young. R&D project man-
ager at the Queensterry Telecom Di-
vision in Scolland. describing a cave
he discovered fcr a puklicalion he
co-edits. [van holds that caving, or
potholing. otfers the “last {rontier

combining physical fortitude and in-

tellectual challenge which crosses
scientific lines

Consider entering an unlit. subter-
ranean chamber where the creep-
ies and crawlies ycu mee! are
unchanged since prehisloric days
The search for [cod is so 1ntense fun-
gus or worms almost reach [or you,
Or, pretend you are a cave diver in
wet suil with torch and airhose Giv-

ing into black, unknown water You
are searching for a passage as
large as your body so your explora-
tion can conlinue, 100 feet cn each
oxygen tank. At this depth man
supplies all his needs

lvan describes speleclogy as the
total science of underground caves
inciuding geolegy. gecmorphclogy
(study of the characteristics. origin
and development of land forms).
architecture {the way the rock has
beer folded) and many olher
branches of science Erosion aftects
the surlface world, but the under-
ground contains unafiected, almost
fossilized examples, to totally fasci-
nate the caver

During six years cf caving lvan

has worked with Edinburgh’s Herot-

Wat! University in analyzing forma-
lions, dating them by uranium
thorium, and using oxygen-isotope
analysis to determine above-
ground temperalure at thal time,

RONTIER’

Carnegie Trust 1s funding a ccllec-
lion of spiders, worms, tungi, shrimp.
fish and all forms of lite that have
survived, veritably unchanged
since the Ice Age, 1n thus protected
environment The British Cave Re-
search Association also performs a
number of scientific studies

Ivan and David Warren (who also
works in South Queensierry’'s R&D
area). along with other caving club
members, survey and measure
caves to produce maps They pub-
lish a series of cave guldebooks con-
taining these maps. diagrams, and
intcrmation on areda caves

“Calculalors can relieve cave sur-
veyors from: much of the computa-
thonal drudgery in survey ploting.”
writes Ivan His choice, carried in a
transparent bag is the HP-41C M




HP FOR SALE

Recently we came across a two-by-
one-inch minicture 41C key ring
When we asked, we found out it was
a promotional giveaway by the Cor-
vallis Division
Is there some way that interested
employees could obtain infermation
about ihe availability of current pro-
motional items for purchase by em-
ployees? I not. our suggestion is to
open a "goodies” store offering such
items tor sale to employees and
have a monthly ad in Measure
RAMONA CROCKER
CINDY CRYSTAL
Neely Sales Region
North Hollywood

Mos! promotional items are pro-
duced in quantities io serve their
primary audience—potential HP
customers Measure isn't ready to
open a company store with HP
sales-promotion items yet—our
hands are {ull irying to keep em-
ployees informed about the grow-
ing company.

We did. however, run across a
special anniversary calendar for
sale that should be of special inter-
est lo lols of HP empioyees See the
Closeup item on page 2| tor details
on how to order it

If anyone wanls tc volunteer to
finance, adminisier, stockpile, ship,
bull and collect for a goodies store
we'll be glad to spread the word

Ed

ROUNDNESS ROUND-UP

Your roundness article in the July-
August issue was astonishingly
timely Yousaid. “While HP may not
be in the roundness business ..~ Well.
believe 1 or not. at Civil Engineernng
Division we are The ad promoting
our new 3822A Coordinate Determi-
nation System appeared in Quality
Magazine in July and August of this
year
To be honesl. we aren’i realiy in
the roundness business This system
more likely would be used to mea-
sure the position of points and the
straighiness of hnes Bul 1t can also
determine roundness by measuring
lhe points on the outside of a sphere
And Boeing Aircratt is thinking of
using this method to measure the
roundness of jet engine openings
Inihally, we had a lot of difticulty
trying to Wlustrate our coordinate
measuring concept in a picture for
our ad We hit upon the giant round
objectidea (it's actually a black
bowling ball) and used a bit of irick
photography The response to our
ad has been excellent
So when | saw your article about
roundness. | read it with a lot of in-
lerest It seems HP 1s doing a bit of
everything these days
DOUG JOHNSON
Civil Engineering Division
Loveland

“How do you know if it’s really round?”

[ ) ekt

SEEING EYE-TO-EYE

It's puzzling that a company so de-
pendent on the good eyesight of its
employees doesn'l include eye ex-
aminations and lens making n its
group insurance policy It seems this
ared should have been considered
betore dental coverage

In a world of Guccl wastebaskets
and Halston tollet brushes, the eye-

glass frame niche 1s nol without its
gurus of stalus. |herefore, their selec-
ficn and purchase should be left to
the discretion of the employee The
actual eye exam and lens grind-
ing. however. are clearly medical
practices and should therelore be
covered like any cther medical
expense

['m sure this addition to our cov-
erage would be met with enthusi-
asm and appreciated greatly by
those who've been putling off that
next visit to the optometrist

NAME WITHHELD UPCN REQUEST

We agree that it would be fremen-
dous for employees if HP couid offer
an eyeglass program. a day-care
center. a hearing-aid program,
sabbatical leave program and
more It would also be very
expensive
In designing HP's total benefits
package. one of our primary goails
is to prolect people from serous
losses—the unplanned hospitaliza-
tion or the prolonged iilness. for
example To a ceriain extent, items
such as physicai exams, hearing
lests and eye examinaiions and
prescription lenses can be planned
and budgeted for
The company also believes em-
ployees should share to some extent
in the cost of certain programs, such
as health care coverage, as a
means of promohing sensible de-
cisions and nonexcessive use By
not assuming the total cost of such
programs. HP is abie to offer other
useful benefits
The company does have a safety
glasses program in place that pro-
motes the 1dea of protecting eye-
sight in manufacturing areas
ART YOUNG
Corporate Personnel
Palo Allo
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WHY DO HP PEOPLE
DO THINGS THE WAY
THEY DO?

chology and worked with emo-

tionally disturbed people ata
community mental health center.
My training gave me the chance to
speculate about why people do the
things they do. Over the years |
found my interests changing from
the speculative world of psychology
to the results-oriented world of
business.

To start my new career in busi-
ness, ] talked to people in many
different companies, including
Hewlett-Packard. Consisiently, the
HP people I met with were friendly,
informal, confident and effective. [
was amazed at how different the at-
mosphere of HP facilities was from
that of other companies.

Atter | started working at HP and
began to learn how the company

Bafore joining HF. 1 taugh! psy-

works, my initial impressions began
to make more sense. The atmos-
phere, with which I had been so im-
pressed was related to the HP way
of doing things. I realized the HP
Way is based on a set of assumptions
about human nature similar to what
psychologists call a personality the-
ory Such theories attempt to explain
and predict behavior. They also
suggest a personality “'structure”
and some kind of driving force or
motivation.

I began to compare Hewlett and
Packard's ideas about human na-
ture. as reflected in The HP way, with
the major personality theories. Since
psychologists often disagree on
even the fundamentals of human
nature, there is much variation
among these {heories.

For example, if you were o ask
Sigmund Freud (the founder of psy-
choanalysis, 1856-1939) why peo-
ple act the way they do, he might
say: "Most people have unresolved
emotional conflicts from early child-

\y
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hood. As adults they do what they do
to try and get relief from the inner
pain of these conflicls “ He might
then continue, “Since this pain and
the struggle to resolve these conflicts
goes on in what I call the uncon-
scious part ot the mind, most people
have no idea why they do whal they
do ..even though they think they
have free will “

Freud believed society’s job is to
control people’s animal instincts
Without that control. he thought peo-
ple would destroy each other. He
did not have much faith in human
nature

For a completely different an-
swer you could ask Harvard psy-
chologist B. F. Skinner, the leading
spokesman for a school of psychol-
ogy called behaviorism, why peo-
ple do what they do. He might
answer, “"People acl as they have
been taught to act by the rewards
they have received from the world
around them. Personality is formed
by these rewards {rom the moment
we are born, People’s reactions are
aulomatic There is no free will ”

Skinner believes human nature is
neither good nor bad What people
become is simply the result of the re-
wards they get along the way

It we asked two other psycholo-
gists, Abraham Maslow and Carl
Rogers (two of the tfounders of hu-
manistic psychology). why people
act the way the do, we would get yet
another compleiely difterent opin-
ion They might say something like
“People are driven by a desire to be
the best they possibly can be With
the right kind of supporlive environ-
ment, people will reach their own
highest polential Generally, they
will make decisions that are right tor
them. What makes us dilferent from
lower animals is our free will”

Maslow and Rogers also believe
that, o continue o grow, people
must live with a cerlain amount of
inner tension

What does all this have to do with
Hewlett-Packard and the HP way?

If you assume that management
theories, like personality theories,
are based on certain assumptions
about human nature (for example,
why people do what they do). you
can look at HP's management style
and see what personality theory it
parallels Since a number ol recent
books and articles have pinpointed
HP's management style as being
unique andsuccessful, it may help to
undersiand the underlying assump-
tions of this style.

Take a quick glance al the chart.
It should reveal how Hewlett's and
Packard’s assumptions about hu-

man nature most closely parallel
those ot Maslow and Rogers

Trust in human nature permeates
HP'sstyle In his message in the July.
1977 issue of Measure, Bill Hewlett
says. "The dignity and worth of the
individual is a very important part
ol the HP way ” And the {i{th corpo-
rate objective (“our people”) says.
“Relalionships within the company
depend upon a spirit of cooperation
among individuals and groups, and
an attitude of trust and understand-
ing on the part ot managers toward
their people "

Hewlett and Packard's viewpoint
is similar to that of Maslow and Rog-
ers in other ways. Bill says that the HP
way grows out of the beliet "that
men and women want to do a good
job, a creative job, and thal it they
are provided the proper environ-
ment they will doso " The assump-
tion here is that people will strive to
do the best they possibly can by
meeting their own inner goals The
company must provide the support-
ive environment so these goals can
be met The source of motivation 15
both in the individual and in the en-
vironment People gain their "moti-
vational horsepower” from an inner
desire to do the best they are capa-
ble ot doing

While Freud and Skinner see the
goal of behavior as a state of low
tension or relaxation, Masiow and
Rogers as well as Hewlett and Pack-
ard see people as striving toward
turther self-development and
growth. For this reason. HP siresses
opportunilies for training and edu-
cation—the continuing develop-
ment of the individual

Hewlett-Packard's commitment
to Management by Objectives
(MBO) implies a basic beliet that
people are capable of making
sound decisions about how to do
their jobs. HP's performance-based
pay system (raises given tor merit
rather than cost of living) places
more emphasis on individual re-
sponsibility. These ideas are consis-
tent with Maslow and Rogers’ focus
on {free will

One of the most fascinating ways
to compare these theories is in terms
of their underlying assumptions
about the individual's relationship to
authority

Freud believed that human re-
action to authonty is related 1o unre-
solved feelings about parents The
psychiatrist is seen as a symbolic
parent, understanding everything
that is going on. and the patient 1s
seen as totally naive Between doc-
tor and patient. there is a non-equal
relationship

Masilow and Rogers see the ther-
apist and patient (usually cailed
“client”) more as equals The thera-
pist 1s expected to be direct and
open with the client. Client and ther-
apist treat each other as equals and
as human beings rather than (ocus-
ing on their differences The parallel
here to HP's management style is
sinking

HP's openness, informality, de-
emphasis on formal titles, and ac-
cessibility to management via the
Open Docr ail contribuie ¢ a non-
authoriianan atmosphere Bill
Hewlett says that there 1s a tradition
ol ° treating each individual with
consideration and respect = Both
Dave and | believe we all cperate
more eflectively and corntortably in
a truly informal and personal-name
atmosphere ”

Beliefs about people—such as
the ones discussed here—have im-
portant implications about the kind
of management style that may de-
velop in an organization. If you be-
lieve people can't be trusted. are
motivaied primarily by external
rewards. and need 1o be told what
to do by an aill-knowing authority
figure. you will create a company
along the lines of the military

On the other hand, if you believe
people are trustworthy. capable of
making good decisions, motivated
by inner satistaction to do beiter.
rmore creative work in a non-author-
itarian atmosphere. then you are
more likely to patiern your manage-
ment style along the lines of HP

Finally. consider the various his-
torical periods during which these
ideas about human nature became
popular Freud's theories gained
widespread attention In the early
20ih century at a time when Viclo-
rian morality imposed a rather high
level of emotional resiraint The sci-
entific. quantitative approach of the
behavionsts became widely ac-
cepted during the 1920s and 1930s

It was not until the early 1960s
thal Maslow, Rogers and many oih-
ers established a third school of
American psychology: humanistic
psychology The founders of this rad-
ically new approach felt that neither
the psychologies of Freud or Skinner
realistically addressed the essence
of human experience

While it took the humanistic psy-
chologists until around 1960 to unity
their ideas into a legitimate “school.”
Bill Hewlett and Dave Packard had
been proving these ideas in prac-
tice since 1939 Their commmitment ic
this approach in an industrial setting
has helped make HP's management
style the model for many others

MEASURE
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ave Packard. co-founder of HP

and chairman of its Board of

Directors. quickly dismisses
any questions that suggest the com-
pany’s business philosophy was
based on theories of human behav-
ior or altruism.

“We started doing certain things
because we thought they were a
good way to make a business work,”
he told Measure.

Betore outlining those 'certain
things,” Dave admitted to one factor
that probably predisposed him to a
particular style of management:
teamwork. “In basketball and foot-
ball I gained the idea that you have
to work together to achieve ateam
goal—back up the other fellow, and
nol act like a bunch of individuals
working independently.”

The fact that the company was
small for about its first |0 years was
an advantage in achieving team-
work, according to Packard: “Dur-
ing World War Il we got into a lot of
crash programs with tight dead-
lines. We worked day and night. I
used to go to work in the shop at any
time to help get the work out (Bill
Hewlett was in military service at the
time). So we really did work closely
together—and had a lot of fun at it.

“From these experiences [ con-
cluded that any highly structured
organization, such as a union, where
one guy is permitted to do one kind
of work but not another, was abso-
lutely the wrong way for usto go. It is
not that 1 was or am against unions,
assuch. It's just that I think we can al-
ways do the job for our people and

September-COctober 1981

Motivation
power

Mofivation

source goal
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the company betier than they can ”

Developing the ideas and prac-
tices that became specitic to the HP
way was the resull of deliberate
search and study. “Very early.” says
Dave, “as Bill and I started manag-
ing the company, we sought policies
that would build a good team. To do
this we decided to get cut and learn
as much as we could about man-
agemeni—how to produce good
results through teamwork.”

Anumber of ideas came from
the example of General Radio Com-
pany, then the leading manutac-
turer in the instrument business
which HP was just entering “"One af-
ternoon,” recalls Dave, "Fred Terman
(Professor Terman of Stanford Uni-
versity) brought a visitor by cur
small shop on Page Mill Road He
was Melville Eastman, the founder
and guiding light of General Radio.
We spent hours talking about some
of their programs For example, they
had one program whereby people
participated in company profits
General Radio had grown without
outside financing, and had been
very successful in generating its own
resources as the company went
along We felt that if they could do
that so could we. Besides, there was
not a lot of venture capital around in
those days ”

There also were some local firms
and groups o call on for examples
of good management practices.
One San Francisco company had
taken a very organized approach to
improving productivity through
teamwork and inceniives Newly
formed WEMA (Western Electronics
Manutacturers Association) offered
aregular forum for members to dis-
cuss management ideas, Universi-

Motivation

Relatienship
to authority

lies held seminars on business
subjects

It was at one such Stanford semi-
nar that Dave Packard, then 32
years old, brought up the concept of
corporate responsibility to employ-
ees as well as shareholders

“That rather profound statement

drew a lot of backtalk.” Dave recalls.

“We took no notice of thal. We rec-
ognized that approach had been
successiul to some extent, and it
made a lot of sense to us”

One factor looms high in the HP
way's evolution That's the Packard
and Hewlett partnership itself It was
based on friendship and supported
by a remarkable record of accord
in business matters.

"Bill and [ somehow seemed to
end up with the sarne general feel-
ings about things. We always came
up with similar answers to prob-
lems,” says Dave "In fact, I can't
remembper that we ever had a dis-
agreement about anything.

“For example, we both recog-
nized that HP should not seek the big
contract kind of business. We had
seen the aerospace indusiry go
through cycles of hiring and firing.
and we decided that was no way o
run our business. We had no particu-
lar idea about how big the com-
pany could grow. But we did talk
about how big we might grow and
remain the kind of company we
wanied.

“At one time we thought that 500
people was about all we could han-
dle. Yet, what really concerned us
was putting the company on a
sound basis—making some contri-
butions in this interesting new field
and having some tun deing it. | was
a short-term view of things.”
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What about the long-term out-
look tor the philosophy and the
working environment that HP now
has?

“The real problem we {ace”, says
Dave, “will be maintaining the HP
attitude at the first level of supervi-
sion. To most employees, the com-
pany is the people they deal with on
a day-to-day basis and the others
around them It's not what we do
at corporate or what is printed in
Measure or anything like ihat. It's
what's happening today to the indi-
vidual all over the company.

"I think we're fortunate that the
spirit around the company today is
in preity good shape. And there's no
reason why we can‘t continue to do
the basic things that make it work
All of the senior management peo-
ple and all of the division and field
leams are committed to it. But main-
taining it at the other levels is always
a challenge. especially when ihere
are so many people new to supervi-
sory responsibility

"Giving people authority is not
always the same as ‘having' it One
time I designated a tellow to be su-
pervisor in the shop. A few days later
he asked me to come out and tell
the people that he really was the
boss 1said, 'Well. if | have to do that,
then you're not the boss!”

THE HP WAY: What is it?

Ever since someone invented the
phrase “the HP way,” a number of
attempts have been made to de-
scribe and define the company’s
philosophy and style of manage-
ment Several years ago in Boise.
Idaho. Dick Hackborn. then Disc
Memory Division's general man-
ager (now GM of the Computer Pe-
ripherals Group). felt a need to
summarize these for meetings with
new employees Dick and DMD's
personnel manager. Don Harris. sat
down and composed the following:

Pay As We Go—No Long-Term
Borrowing

G Helps us maintain a stable finan-
cial environment during depressed
business periods

O Serves as an excelleni selt-regu-
lating mechanism for HP managers

Market Expansion And Leadership
Based On New-Product
Contributions

o Enginesring excellence deter-
mines market recognition of our
new products

© Novel new-preducl ideas and im-
plementations serve as the basis tor
expansion of existing markets or
diversification into new markets

Customer Satisfaction Second
To None

o We sell only what has been thor-
oughly designed. tested and
specified

© OQur products have lasting
value—they are highly reliable
(quality) and our customers dis-
cover addilional benetits while
using them

o Offer best atter-sales service and
support in the industry

Honesty And Integrity In All Matters

© Dishonest dealings with vendors
or custorners (such as bribes and
kickbacks) not tolerated

¢ Open and honesi communication
with employees and stockholders
alike Conservative financial
reporting

Belief In Our People

o Confidence in, and respect for, HP
people as opposed to dependence
on extensive rules, procedures, efc

O Trust people to do their job right
(individual freedom) without con-
stant directives

@ Opportunity for meaningtul par-
ticipation (Jjob dignity)

© Emphasis on working together
and sharing rewards (teamwork
and partnership)

o Share responsibilities, help each
other: learn trom each other,
chance to make mistakes

© Recognition based on contribu-
tion to results—sense of achieve-
ment and sell-esteem

© Prolit sharnng. stock purchase
plan. refirement program. etc.
aimed at employees and company
sharing in each other’s success

o Company financial management
emphasis on protecting employees’
job security;

A Superior Working Environment

< Informality—open, hones! com-
munications, no artificial distinctions
between employees (first-name ba-
sis). management by wandering

around. and open-door cemrmuni-
cation policy

< Develop and promote from
within—litetime training. education,
career counseling to give employ-
ees maximum opporiunities

to grow and develop with the
company.

< Decenlralization—emphasis on
keeping work groups as small as
possible for maximum employee
identification with our businesses
and customers

S Management-By-Objectives
{MBO)—provides a sound basis for
measuring performance of employ-
ees as well as managers; is objec-
tive, not political

A fundamental strength of the com-
pany has been ihe effectiveness of
communications upward and
downward Two key ingredients for
making this happen are:

Management By Wandering Around

< To have a well-managed opera-
tion. managers and supervisors must
be aware of what happens in their
areas—ai several levels above and
below their immediate level

> Since people are our most impor-
tan! resource. managers have direct
responsibility tor employee training.
performance and general well
being To do this. managers must
move around to find out how people
feel about their jobs—what they
ihink will make their work more pro-
ductive and meaningful

Open Door Policy

o Managers and supervisors are
expected to {oster a work environ-
ment in which employees feel free
and comfortable to seek individual
counsel or express general
concerns

> Therelore, If employees feel such
sleps are necessary. they have the
right to discuss their concerns with
higher-level managers Any effort
through intimidation or other means
to prevent an employee from going
‘'up the line’ is absolutely contrary to
company policy—and will be dealt
with accordingly

< Also, use of the Open Docr policy
must not 1n any way influence evalu-
ations of employees or produce any
other adverse consequences

> Employees also have responsibili-
ties—particularly in keeping their
discussicns with upper-level manag-
ers to the point and focused on con-
cerns of signiticance M
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hen you're playing with blocks, it's easy to
Wbulid nice, symmetrical houses and towns
But when you'Te “building” HP divisions and
sites, it isn't all that simple to make each one come cul
about the same size

Such variables as new products, sales and order
growth frequently interrupt plans for tidy, orderly
growth. So, suddenly there may be too many producl
lines at one location, or cosls are oul of line or a division
needs more room to grow.

For these and many other reasons, HP management
somelimes delermines that a division or a product hne
must move to a new loca-
tion Ofien that means —
moving from the San Fran- & LS
cisco Peninsula. an areq in 7e-
which there is finite open
land and an increasingly
scarce work torce rom
which to hire =

Over the past 20 years, -‘-{ "
a great many divisions
and product lines have
been moved. Consider, Ior
example .
< One of the very first (1
not the first) move was in
1964 when a troupe of 150
pecple starled up what
was 1o become the Cola
rado Springs Division
Those who did not go ta
Colorado were found |obs
it other paris ol the
company

Probably the very big
gest relocation was when
the former Advanced
Froducts L'wxzur:n inCu
pertino wen! to Corvallis
Ore Jobs had l_ br— found
for about 600 ceople who
did not move

The Manulacturn 3l 8l
vision's transiermer shop in Palo Alto was decentralized
in 1979 Resull 170 HP people had o be reassigned
o Delcon Division's transtormation into the Celorado
Telecommunications Division left another 190 people
looking for new HP jobs
> The move of Computer Support Division's computer
board repair function to Roseville meant transternng
about 80 people o other Bay Area divisions
< There's atso the Stanford Park Division which has split
twice within a decade: first, to Santa Rosa in 1972 and
then to Spokane in 1979 Each time some product lines
went tc the new division and each time some employ-
ees had to find jobs in other divisions
o Coming up: Some of Avondale Division's analytical
line will go to Raleigh, North Carclina, and some of
Loveland's inslrument products are in the process of
transierring to Lake Stevens, Wash

Each move, while 1t has good reasons for occurring,
also has some built-in problems The most persistent it's
human nature to prefer the status quo

Four months atter she transterred from Delcon Divi-
sion to the Scientific Instrument Division in Palo Allo,
iechnician Kathy Arnold says she is "gradually coming
oul of an adjustment penod. It (SID) is not Delcon, which
had a ‘one-big-happy-family’ aimosphere 1 suppose
everyone goes through a similar adjustment
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So her transition would nol be as traumatic, Kathy ac-
knowledges thal she inlentionally focused on getting a
job at SID, which is about the same size as Delcon was
belore the move “Tligured asmall division would be
more flexible,” she explains

Not all ot Delcon’s 190 people have found a job yet,
and a few have gone through several job interviews
and are somewhat discouraged

John Shanahan, who's been heading up Delcon's re-
location program, says you first start with the assurance
that all employees will be placed "That's more lhan a
lot of other companies provide Mosl just hand everyone

=2 N < g 3 pinkslips
RO TR But getting a sirong
e ¥ commitment from first-line
= L ® * supervisorslo puta prior-

ity on hiring such employ-
ees Is not always easy, he
lamen!s
“In some instances,

there has been a real in-
. sensitivily by a supervisor
Je:tr%.'i,; who s interviewing one ol
; i our people.” he says "One
2 ol our engineers came
back from an interview
and said he had really
i ! beengrilled—asifhe
= were an outside applicani
rather than an employee
-— == who'd been with HP for 10
o years”
o John's thoughts were

- echoed by LeRoy Nelson,
= a former manufacluring
= supervisor at Computer

=+~ Support Division who last

=1 March took on the lask of

We're getling better al ﬂft‘dh'ﬂq with a tough problem of helping 80 CSD techni-
gmwlh -relocating the people divisions leave behind. .

cians and produclion em-
ployees (ind new jobs

“"Some supervisers are
pretty selfish aboul their
departments ” he notes
"They will only hire lhe person they want, regarcless of
the 'extenuating’ circumstances

These supervisors, LeRoy feels, are “the dilference
between whether a transier program will be easy or dil-
ficult to complete ”

The people who are now finding jobs {for non-relo-
cating personnel recognize the need ic build on pasi
moves—copying programs that worked and making an
effort nol lo repeal those that didnt

Bob Olson, who now is manuiacturing manager at
Roseville, recalls with mixed emotions the 18 months he
spent helping APD employees tind new jobs "It wasni
something I'd want to do very oflen,” he says wryly

But he tfelt HP did almost everything ii could to make
ihe move as painless as possible

‘In the beginning.” he recollects, "business was good
and we were able to place the first 300 with little
dithculty.”

Bul then some divisions put a [reeze on hiring which
made 1 difficult to transier out employees

"Another problem we had was that macsi of our pec-
ple ived near San Jose, yel about half of them trans-
[erred to Pale Alto divisions This meant a longer
commute for a lot ol employees

Because of ihe sizable number of people to place.
Bob mel monthly with the group vice presidents who
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helped find jobs for some employ-
ees who had not already done so

He estimaies thal about 10 per-
cent of the lotal were hard to place
"even when we went 1o special
lengths to tind jobs for them

Why? "Socme had unreasonable
expectations,” he notes. “others had
very specitic job skills. and [ guess
we mismanaged a few. too ”

Adds Yvonne Gau, now in Corpo-
rate Compensation and Benetits
who assisted Bob on the APD reloca-
tion. "It's never going to work out
perfectly because you are dealing
with human beings

“Some long-time employees had
not changed positions for many
yedars, so they were faced with a
very threatening situation Emotions
were lense, and they had real anxi-
ety about what was going to hap-
pentothem.”

All this was kepl in mind when
the Harbor Site transformer shop de-
ceniralized in 1979, and great pains
were taken to minimize employee
anxiety.

e e e
“Scralch-a-Rumor
e —— e

Afirststep wastoselupa
“Scratch-a-Rumor” publicalion to
print all rumors and quash them
with the truth

Career counseling sessions were
offered to anyone who teli the need.
and classes were given on inter-
viewing and resume writing Relo-
cating employees got a chance to
visit nearby divisions, and represen-
tatives from other locations came to
the Harbor site to answer questions

To keep morale up. monthly par-
ties were held to which Harbor site
employees who had already trans-
terred were invited

As a linal. poignani touch. all
Harbor site employees were invited
to contribute to @ "memory book” ot
the close-knit operation Explains
Harbor site section manager John
Dupre. who put the book together.
“We thought it would be good to
leave something behind
dence that we worked together, that
we were here, and how we {elt
about breakingup

John is now in the process of
printing copies of the memory book
so that everyone who contiributed to
it will have a lasting memento

some evi-

When the Delcon move was an-
nounced., it seemed only natural
that the relocation task torce would
follow along with what “worked” at
the Harbor site General Manager
Al Steiner asked Personnel Supervi-
sor Carol Nakamoto to head the
task force, she. in turn. called on
seven people from throughout the
division to work on the commuiitee

From the vantage point of nearly
completing the division relocation.
Al can now observe. “What [ think
we all underestimated was the
amount of perscnal commiiment il
would take on the part of both the
people on the {ask force and our
functional managers as well On the
one hand you've got to keep the di-
vision running, but you've got a
whole carload of concerned people
who need your atiention as well

“At the onset we committed our-
selves to making an ‘order of mag-
nitude’ improvement over all other
moves

A tirst priority. the task lorce de-
cided. was communication

“"We asked all supervisors and
one represeniative from each de-
pariment to be on a communica-
tions committee.” says John
Shanahan The group of 25 pecple
met monthly {0 speed the process of
both upward and downward
communication

e e e——— e
The right thing to do

In restrospect John teels the com-
mittee idea met with mixed resulis
"It was the right thing tc do but it
didn't work as well as we had
hoped Some people seemed un-
easy in their new role which was to
teed back information o their co-
workers [t did, however. foster a
sense ot frust, openness and
consistency”

Other programs worked better
Delcon imitated the Harbor site’s ru-
mor newsletter. oifered tours to olher
locations and set up binders of pho-
tos and information about Bay Area
divisions A class on interview tech-
niques also was given

Interestingly, about 50 Delcon
people had previously been part of
a {forced move. including some who
had experienced the APD displace-
ment To head off rumors and find
out how best to handle the upcom-
Ing moves, Delcon picked the brains
of that group

The most time-consurming job
was the 150 individual counseling
sessions that task torce members
had with every employee who was
facing a move

“The company as a whole has
learned a lot from past division
moves,” acknowledges John "Now,
supervisors angd managers are
more aware of the need tc be re-
sponsible for their employees Most
say they want to stay until their peo-
ple are placed ~

Al Steiner points out that some di-
vision needs have to be secondary
when a massive relocaticn begins
“"We had three-month time frames
for each employee tc leave, but we
recognized that we had to allow
people lo gel out and get on with
iheir lives whenever the opportunity
presented itself It's no pichic to have
your lite in limbo ~

Starting over

Former Delcon employees seem
to teel the task force did a goed job
in that respect Says Kathy Arnold.
“They really tned 1o help usout |
liked going on the tours to lock over
olher divisions And Doug Thompscn
(one of the task force members) was
always there to talk to when |
needed him ~

Deb-e Calvettl. an eight-year HP
employee who had previously
transierred from Stanford Park Divi-
sion to Delcon, says she loved the
work she was doing there as a tech-
nician assistant

Now al the [nstrument Service
Center where she is doing similar
work, she recalls, "There were a lot
of openings but 1 didnt really see
anything interesting I wasn't sched-
uled to leave until 1982. but then this
job came up and they (the task
torce) talked me into taking it be-
cause they thought it was a good
opportunity forme

Deb-e says she still keeps in touch
with her former co-workers both Gt
other local divisions and those who
transterred to Colorado

“It's very hard o start over,” she
says wistfully, “but atter awhile it usu-
ally works out OK”

MEASURE




Something unique to the Delcon
move was the idea of sending a sal-
ary and development plan on all
fransferring employees to their new
divisions and supervisors Carol
Nakamoto explains this was te pre-
vent any delay in an employee get-
ting @ wage increase because the
new superviser is unaware of past
promotions and increases "It also
minimized the negative effects of a
new learning curve,” she adds,
"something we [eel should nol hurt
the employee ”

A funny thing has happened te
some of the people who tock a
forced move Although most were
lateral transfers, some involved a
career change, and only a few have
since regretted their switch

"We've heard from some people
who say the relocation was the best
thing that ever happened to them.”
reports Doug Thompson at Delcon
“Many say they are happier where
they are now That's good to hear”

Still others have yet to find a posi-
tion and Doug says they do not want
to be “force-fed” on anolher divi-
sion. "They don't want to feel that a
division ‘has’ to take them, bul that
they want {o.”

There are others, the task force
says, who have taken the allilude
that “the company decided to leave
us—we didn't, so you find us a job.”

T e — e — ).
e —— e S ——— T

“Sometimes you have to do a lot
ot handholding.” says Barbara
Navarro, another member of the
Delcon committee, "We still have
some people that haven't written
their resumes, so we make every ef-
fort to help them along.”

Bob Olscn recalls from the Cor-
vallis move that a few employees
turned down several good job of-
fers. "Finally we had to say, '1his is
your last offer—we suggest you con-
sider it seriously’”

The CSD repair board move to
Roseville had a special feature that
took the approval of the Operations
Council: it was the first lime that Bay
Area employees could voluntarnly

transier to ancther division
“Norrmally,” explains LeRoy Nel-

hire from the local community, bul
we needed more technicians and
production people than we could
find in the surrounding area ”

e
e e s
Unlike company-paid moves, the
costs involved in a voluniary transfer
must be paid by the employee But
for a few employees, this was a way
to move to Roseville and be ensured
of a job when they got there Delcon
also offered the same oppoertunity io
practically any divisien employee

So what has HP learned from all
these years of relocations and trans-
lers? Most people who have been
involved in them say the process is
improving "1 would think tf HP works
things out well in advance, we
would never have to have a move
as big as the APD one again,” says
Bob Olson.

John Shanahan says he will rec-
ommend that aill "relccation task
force” material be cenlralized with
a resource person who could advise
all divisions whenever such g move
beccmes necessary.

In facl, that's precisely what LA
Fulgham is studying for the Com-
puter Group Specifically he's trying
{o determine which portions of ihe
computer operations will go to
Roseville over the next five years,
and how to place those who don't
move

Skill retraining is an area that
should be locked into by HP. ac-
cording to Yvonne Gau. "Then, when
you have a material handler or
assembler who doesn't wani to
commule farther, you could offer

retraining to become a secretary or 4

whatever isneeded inanearby o443 e
& -

location ”

The Delcon Task Force teels
strongly that the normal transter re-
guest and interview sysiem should
be altered during relocaticns “Su-
pervisors should not be segking the
best tit but a reasonakle maich,
proposes Carol Nakamoto "Until we
de that [ just don't think we are treat-
ing our people right

LeRoy Nelson also feels the job
posting syslem needs more refine-
ment so that when a transierring
employee sees an cpening on the
job list. it won't be gone before he/
she has a chance to apply.

“If everyone went through the
process of inding another job just
once, there would be more empa-
thy for the ones who are out there
locking.” he concludes M

son, “HP has a strong commitment to
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SLUPPLIES:
a booming
HP business

rom the sireel, the bulldings at
27 Industrial Avenue and 1330

Eifer Road look a lot like their
industrial park neighbors. But inside
these unassuming warehouses in
Chelmsford, Mass and Sunnyvale,
Calif are two tast-growing and
highly profitable HP operations
Hospital Supplies and Computer
Supplies

In the three years since Com-
puter Supplies was formed. sales of
such products as magnetic tapes,
printwheels and work station tables
have grown about 50 percent each
year. Growth in shipments of trans-
ducers, electrodes and cables from
Hospital Supplies in Chelmsford has
paralleled that of HP's Medical
Group: about 20 percent annually

Both supplies cperations concen-
trate on making it easy for cusiomers
to get quality supplies to help their
HP equipment operate properly
That's not always the case if custom-
ers use supplies from other sources

Before the two operations got
their charters. customers ordered
their supplies only through HP sales

offices Shipments came either irom
HP's manufacturing divisions or the
Corporate Paris Center in Mountain
View. Calif

"About three and a half years
ago the Computer Group saw the
need o focus on the supplies busi-
ness,” explains Will Carleton. gen-
eral manager of the Sunnyvale
operation "Most of the items came
from CPC. but some were stocked at
the [actories So while a cusiomer
could get a ribbon fcr a Boise
printer from CPC, disc packs were
shipped directly irom Boise It was
confusing and untocused.”

And al HP sales oitices, a small
order for supplies sometimes wasn't
given as much sales oftice attention
ds a large computer or insirument
sale. I, tor example, an order for a
$10.000 printer arrived affera
$1.000 order for supplies. the printer
order was often processed before
the supplies

Today that practice has
changed Customers can write or
call Computer Supplies and Hospital
Supplies directly Toll-free telephone
numbers put the cusiomer in direct
contact with an order processor in
the supplies warehouse who uses an
on-line computer terminal o quote
prices and availability as the order
is entered More than half of HP's
computer supplies business in the
US comes in cver ihe phone. A simi-

lar phone program in Germany
now accounts tor 20 percent of the
computer supplies orders there, and
a phone order service has just be-
gun in the United Kingdom

Belore on-line terminals were in-
troduced, orders were handwritten
and then keyed into the computer
system “Direct order eniry has
made things much more produc-
tive.” says Jett Carlisle, marketing
manager in Chelmsford. “Under the
old sysiem. each person could han-
dle only 10 orders a day. With direct
entry. ithat tigure is now about 45 or-
dersaday”

The goal of both organizations is
one-stop shopping. “We want fo pro-
vide everything our customers might
need to be comiortable with their
HP equipment,” explains Will. In re-
cent years, Computer Supplies’
product otferings have expanded to
include furniture, software pro-
grams and even hardware for US
customers. The Autumn 1981 cata-
log teatures add-on terminals that
are shipped olf the shelf within 24
hours

"It a customer already has 15 ter-
minals hooked to his HP computer
and wants to add a sixteenth in a
hurry, he shouldnt have to call a
sales office, talk lo a saies person




and then wall 5iX weeks or mone lor I 1 sford and Y mmands from 540 S150.000

lociory delivery on his slxieenin tar iy oK QDoUl a SIX-we ] 1 : 1 YE ol ncls ol supplies
minal" says Wil “"We're trying i
lighten the heavy load on our LuUusy

sales iorce by




eapin’ lizards| Special eftects galore come
o life In "Capiains of Valor™ g videotape
usad to infroduce the new HF |25 small
iSiNEss cornpier 1o the sales force
Tha heroes of the film fight swoshbuckling
plrgiss ¢ tnbe ot werring Indicns gnd amon-
irous lizavd {0 daliver the computer 1o wait-
ing cusiomers
The 1ape wos producad m HPs television
studiio tin Palo Alto

ramani frem
! neilon receniiy
V io hirg purchasing p 1. cne guestion
wes missed by all but one opplicant
The question | What does HP mean’
Toitheconsterniciion ot ths
Near-UniVesal GrswWar wios
Only ane young wo oi2 HPmeans!
powes and 5 on essanticd lecture In
ment of mochines
The exom wosgiven In Olicwo. Ca
city in which HP hes ¢ scles oitice. (The Conadian
governmentis iIncidenicliy. HP s largsstcuslom
thot counti'y )

\WT tsthe hordest thing ['ve evs:
That's how Richard Rosa.
Vancouver Division, describas his osC

July 4 ic the lop of Mount Rainier o sitogering
14.210-foct petak in Woshington

Richcrd was one of the 11 spscicl paople who
made the trek fo show the world thot people do noi
hove to be limited by physical disailities

Clinbing the trecchercus in wiih seven
sightless people, two who o1 nd one who
hos on artificicl leg was ¢ real siruggle, Richard
admits Alihough he has epllepsy. 1 locked o oui-

dars as i hs was the only cne without ¢ disability

Richaird sovs he was Dick the climb by ihs
Eplleptic Foundgtion of Amernics "bectusa gven
the word 'epilspsy hassuch astigma

He snded up being both eves aond ecrs [or oiher
mambers of the expedition ond now locks back on
it oz “the most wondertul nenceinmy lits K|
cenclimba 14.410-foot mountain, | can doanything
Iwont o in my life




1] :";mpu ars
allocn, winning the

oty A Pr ~Te
rang rrix race dar

S dollars, drewn on a US bank
bm:lnwur' hiristmas sh Jppm* lisl is long. you can gel the calendars tor S3 85 each

(solong as you order at least 25 calencars;

arts ot Silicon Valley. soon may be

as famous as Boardwalk, Park

Place and Marvin Gardens if a
new board game based on area busi-
nesses, universities and media is suc-
cessful. The object of "In the Chips—
Silicon Valley” is to “negotiate your way
through the valley and make your
wedlth through proper management of
| your income in home purchases and
business investments.” Players must de-
cide at the outset whether to get an ed-
ucation or go into business right away:.
Although the education route offers ad-
vantages later in the game, the business
route offers high immediate salaries.
{y} HeweTT MN The best company to work for on the
243 packanp board? Top starting salary belongs to,
you guessed it, Hewlett-Packard.

10
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NEWS CLIPS
j . \"v” V D '\_/A_,Li )

YHP FACILITY

A completion cerermnony and a re-
ception for customers marked the
move on August 6 1ntoc @ major new
Yokogawa-Hewlell-Packard (acility
the 100.000-square-foot Sagamihara
Distribution and Service Center in
the Kanagawa Prefecture outside
Tokyo The center. which is YHP's
third owned facility. brings together
bench repair. repair administration.
and distribution aclivities formerly
scattered in a number of locations
Center manager is Mac Imahori
formerly YHP corporate personnel
and general affairs manager

NEW DIRECTIONS

HP has obtained an option to pur-
chase approximately 140 acres out-
side Lyon, France, as the site for a
future plant, with no product line yet
designated. . HP hasreached an
agreement with the Fourth Ministry
of Machine Building of the People’s
Republic of China to creale a dis-
iributorship in Beijing responsible
for sales and service of the com-
pany’'s equipment in the PRC The
distributorship will be a distinct enti-
ty within the Chinese Electronics [m-
port/Export Corpora‘xo“ (CEIEC):
the ministry's foreign trade organi-
zation, with CEIEC w.ce president Li
Deguang as acting manager 1t will
open in November TELNET HP's
private telephone network. became
tully operational August 24 Seventy-
one sites are connected by 1.763
lines lo three Telnet nodes 1n Para-
mus. N.J. (32 sites). Fort Collins, Colo
(16 sites), and Palo Alto (23 sites)
Adjustments to improve line quality
and quantity will now begin to pro-
vide better service and improve
communications

NEW PRODUCTS
The Corvallis Division has 1ntre-
duced two models in a new family
of compact siim-line” advanced
programmable calculators that will
fit into a shart pocket: the HP-11C sci-
entific calculator and the r{P- 12C t1-
nancial calculator Both feature
liquid-crystal display. continuous
memory. dczens of poweriul bulll-in
‘Ll""‘1l"\Z‘.S and programmabilty. and
will run on one set of disposable but-
ton-cell battenes for about a year
Suggested retail prices (U S j are
S$135 and S150, respectively The
new Mmicroprocessor-controlled
8970A Noise Flg”re Meier from the
Stantord Park Division helps micro-
wave englneers 'o make more ac-
curate and repeatable electrical
nolse measurements of devices and
systems It can measure both its own
noise figure as well as the gain of
the device under test toc display a
corrected value in real time

NEW ROLES

David Rose. tormerly g m of the
Boeblingen Desktop computer 31v1
sion, has moved {o a similar positio
at the Grenoble Division geu.ge
Bodway will become g m ol a new
Computer Integrated Circults Divi-

sion (CID) within the Technical Com-

—~

pJ!e'u oup. effeclive Nov | It will
comprise three existing integrated
::rcm!s lacilities Cupertino Inte-
grated Circuils Operation. Sysiems
Technology Opercmor wr.u has
been part ¢f the Desktop Computer

Division) ard the Photomask Opera-

tion All wul remain in their present

locations under their same manage-

ment  Clive Alnsworth will move
from Insirument Group manager for
HP South Africa to the newly created
position of g m of the Hong Kong
salessubsidiary Ken Coleman

heads a newly createc Corporate
Statfing department witl Co -
rate Personnel which consolidates
college relations and recruiling. in-

ernal and exlernal recruiling of ex-
“P'le“.:ed people, relocations. and
HP's involvement wilh the educa-
nonal community at all levels The
latier activity will be managed by
Jack Grout. who heads a new Cor-
porate Education Relations depart-
ment  Marco Negrele has been
named manager ol the Technical
Ccmputer Group s new CAD Labo-
ratory (CADL) in Cupertino. Calit
that will incerporale the existing
VLSI Design Aids Lab and a new
Circult Design Auds Lab to be
established

THIRD QUARTER FY81
Hewlett-Packard reported a 15 perr
ceniincrease insalesand a 14 pe
cent earnings tor the third quarter of
its fiscal year Sales for the third
quarter (ended July 31 ) totaled
$$346 million. up from $810 million for
the same ulJCtr'f:r of fiscal 1980, net
earnings. $81 million, up from S70
milhon Incoming orders for the
quarter amounted to $910 million
gain ot 19 percent over $762 .;AAAI.:Jr.
booked during the same period the
precedingyear M

MEASURE




During recent visit fo Data Systems Dlvision, President John Young, at lower left,
was Impressed with the quality of the “Trouble Shooters” quallty team.

ware walching the University of

Alagbama ve LSU nationally tele
cast game on September 5, you
would have seen HP's first U S, net-
work television commercial This
particular ad teatures the HP-41C
handheld calculator, but others
coming this tall spotlight the new
HP125A business computer, the 85A
personal computer, HP's business
graphics and medical patient moni-
toring systems Since this is our debut
on network television, and we've
given the matter alot of study. I'd
like to outline our reasons for mov-
ing ahead at this time

The first reason f{or using nefwork

TV to supplement the other means
we use to inform customers of HP ca-
pabilities and products is the greatly
broadened market base for many
of our new products. The advent of
powertul, low-cost computers and
their associaled peripherals ap-
peais to a wide range of Customers,
prospects and related buying influ-
ences Nelwork TV is very cost ef-
fective when used selectively to

:l:! you re a college tootball fan and
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augment the print advertising pro-
grams already in place

Second,. to reach this wide user/
prospect group with low-cost prod-
ucts requires that we establish and
support new channels of distribution
besides our traditional HP direc:
sales programs using our sales rep-
resentalives and field engineers
We've had dealers, college bock-
stores and mail order houses fcr our
calculators [or many years Newer
organizations, such as computer
stores and OEMSs, are being added
lo expand our market penetration
We ¢an help direct prospects to
lhese places of business and encour-
age our distributors to give more
support to HP products than other
lines they also carry through strong
promoiional programs Network
television is a powertul tool, and it
will be backed up with radic spots
in key markets Of course, we expect
this eftort to aid directly all of HP's
other sales programs as well,

A final reason [or our TV adver-
tising is to help strengthen the HP
brand image 1n this highly compel)-
tive end of the computational busi-
ness Many new companies from all
parts of ihe globe are coming up
with new product ofterings HP has a
very strong position. especially in
engineering and scientific areas,
and we need to extend that recog-
nition and preference tc the
broader market as well

HP's image and recognition
among the professionals and man-
agers that may use or specily our
products is quite good. This audi-
ence of interest 1s some 14 million

households in the US Among arep-
resentative sample of this qudience,
three-fourths recognize the HP
name and more than one-half have
used HP products So we stari this TV
promotion from a substantial base
Ve have publicized the viewing

schedule for HP commercials for our
initial 18 spots ending in December
They are all on ABC's Nightline pro-
gram. college 1ootball and Monday
night professional football This
schedule oftered the broadest cov-
erage ol our target audience at the
mosl favorable price. Cbhviously a
lot of viewers are not immediate
product prospec!s for us. but we ex-
pect to leave them with a positive
impression of HP based on informa-
tive and tastetully done messages
‘With the expansion of electronics in
the years chead, many more will
pecome buyers of the future

Given the objectives ['ve out-
lined. we've put in place programs
for measuring the impact these
commercials have on our brand
recognition and product preier-
ence. We'll also assess the buying in-
tensity tor our personal and small
business computers

In summary. cur overall goal is to
increase sales productivity while
conlinuing to build long-term
strength for the HP name We feel we
have an excellent nrew combined
TV ard print advertising program to
build on the fine efforis of the past
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Teamwork takes off...
Quality teams and circles at
HP otfer an outle! to im-
prove preduct quality and
provide personal growth

Back from the *‘last
frontier”

Exploring uncharted Scot-
tish caves is weekend work
{or two HP R&D experts and

opportunities their HP calculator
Putting the pleces Supplies: a booming HP
together business

When some companies
choose to move an opera-
tion to another par! of the
country. they hand oul “pink
slips” to their workers HP
doesn'. but finding the right
Job fit isn't always easy

“"Consumables” are the pa-
pers. pens, electrodes and
floppy discs that keep HP
products going for years
and years. Measure visits
the company's computer
and hospiial supplies
operations

Why do HP people do
things the way they do?
Psychologist and HP frainer
Frederick Gilbert examines
ihe human behavior quali-
lies of HP's management
style






