Job Enlargement

The manufacturing operations at Plant Y of the Crestline Corporation consist of fabricating and assembling a major consumer durable product.  Traditionally the manufacturing systems have been designed and built around a typical high speed assembly line operation.
As general production superintendent of the plant, Mr. Brown, who had progressed through the management ranks by following traditional management principles, must give final approval to all systems changes that will affect operations.
A new design of one of the major components for the finished product has been completed by the product engineering group. The new design has been given to manufacturing engineering for implementation into the assembly line system.
The manufacturing engineering group recently studied the available research about the advantages of the job enlargement principle versus the paced conveyor system in relation to providing relief from monotony and boredom on the job.  Feeling that job dissatisfaction has been and continues to be an apparent problem, a new system including job enlargement elements was developed to assemble the new component along with the traditional paced conveyor system. Both systems were presented to Mr. Brown for his consideration with a recommendation that he adopt the new job enlargement design for the new component part.
Mr. Brown was aware of the perceived monotony and boredom on the traditional assembly line and decided to accept the recommendation for the job enlargement system.
As the production date arrived the facilities were completed and some of the production line operators were moved from the paced conveyor assembly line to the new job enlargement system.  They were given a quick demonstration and told to now completely assemble the component part and stamp there work with a personalized identification stamp provided by the manufacturing engineering group.
During the first week of the new system implementation output and quality was below projected performance and showed little improvement during the next month. In fact, the output was significantly below the old paced conveyor system.
Mr. Brown’s supervisor in upset since output and quality is low which is necessitating excessive overtime pay to meet production delivery dates. Mr. Brown is now trying to figure out what went wrong and what course of action to take.
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Statement of Problem
Without asking the production workers how they feel about working with the paced conveyor system or their job satisfaction, Mr. Brown and the manufacturing engineering group assume the production workers are bored with the paced conveyor system and introduce a new assembly process based upon job enlargement principles.
Pertinent Data
1. The manufacturing engineering group recently studied the available research relative to the advantages of the job enlargement principle versus the paced conveyor system in terms of providing relief from monotony and boredom.
 
2. Production workers were not asked if job dissatisfaction has been a problem.
 
3. In attempt to resolve the perceived job dissatisfaction problem, a system with job enlargement was developed to assemble the new component along with the traditional paced conveyor system. 

4. A number of operators were moved from the assembly conveyor to a new job without being told about the changes before hand or given any training to the new system. 

5. As anticipated, output and quality during the first week was below expectation. However, there was no improvement during the next several weeks. In fact, the output was significantly below that of similar work at an adjacent paced conveyor operation.
Possible Solutions
A.	Mr. Brown should communicate with the production workers and understand whether or not they feel that the paced conveyor systems are monotonous and boring and whether or not they are satisfied with their jobs. Since the new system has already been adopted, he should provide proper training to the workers and ask what they will need in order to be successful with the new system. In the long term, Mr. Brown should also ask for regular feedback from the workers about their job satisfaction and suggestions for improvement. 
B.	Switch back to the paced conveyor system.

The Solution
Solution A is a better solution. Mr. Brown views the paced conveyor system as monotony and boredom to the production workers based on his own perception. However, the production workers might or might not think the same way. Mr. Brown can avoid being judgmental and making wrong changes by asking the production workers directly. With effective communication, he will gain an understanding of whether the production workers want variety in their job or are just fine with what they’re doing. Since the system has already been adopted, Mr. Brown should make sure his production workers get used to the new system as quickly as possible by providing them with proper training as well as asking them what they need in order to be successful with it so that the new system doesn’t get wasted and create more burden to the operation. In the long run, Mr. Brown should ask feedback from the production workers regularly about how they feel about their jobs and any suggestions they might have for improvement as the production workers have hand-on experience with the system and their work. Their feedback and suggestions are important to the success of entire operation. 
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