
rganization redesign is under way at Celestica
Inc., based on adherence to an explicit set of val-
ues developed by employees. This article describes

the process being followed and results to date.
Why is it that companies that provide the same

p roduct or service, using identical technology, do things
d i ff e rently? They have diff e rent personnel policies, deci-
sions are made at diff e rent levels, information is share d
to a diff e rent extent, people are re w a rded for diff e re n t
behaviors and, in general, there are diff e rent norms and
expectations. The reason for these diff e rences can usually
be traced to a diff e rent set of values and assumptions
about workers, held by those who have been influential in
f o rming and sustaining the org a n i z a t i o n .

When organizations are being designed, there are
choices to be made. These choices elected are driven by
v a l u e s. In most cases the values are implicit — not pub-
licly declared — but they are nevertheless a determ i n i n g
f o rce. In other instances, values are articulated, but
design choices do not match. It is important to diff e re n t i-
ate between values espoused and values in practice.

Up-Front Values
T h e re f o re, in undertaking any organization design

or redesign eff o rt, it is essential that values be explicitly
a g reed upon up front. One then has a re f e rence point for
deciding on design choices. In 1994 Celestica Inc. was
faced with this challenge.

Celestica is an international company headquar-
t e red in To ronto, Canada, with annual revenues in excess
of (U.S.) $5 billion, providing a broad range of serv i c e s
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including design, prototyping, assembly, testing, pro d u c t
assurance, supply chain management, worldwide distri-
bution, and after-sales service. Its customers include
i n d u s t ry leading original equipment manufacture r s
(OEMs), primarily in the computer and communication
sectors. Since mid-1996 it has grown from an org a n i z a-
tion with 2500 employees and two facilities, in Endicott,
NY and To ronto, CN, to one of over 20,000 employees
with 31 manufacturing and design sites in the United
States, Canada, Mexico, the United Kingdom, Ireland, the
Czech Republic, Thailand, Hong Kong, Malaysia, Brazil,
and China.

In 1994, stimulated by the realization that signifi-
cant changes would be re q u i red in order to grow and sus-
tain competitive advantage, an organizational re d e s i g n
strategy was initiated at the To ronto facility, which today
has 5100 employees. It was essential to reduce costs,
accelerate the rate of new product introduction, and gen-
erally increase response capability in addressing any
issues encountered in day-to-day activities, at every level,
which impeded goal attainment. In addition, there was a
need to increase manufacturing capacity on the To ro n t o
site, with no available real estate to expand.

Taking a New Approach
After considerable exploration to select a change

p rocess, it was elected to follow a Sociotechnical Systems
(STS) design model (Halpern, 1995). This approach was
chosen because it is grounded in an explicit set of values
and principles, acknowledging that objectives cannot be
achieved through technological improvements alone.

Values in practice; a work in progress.
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Celestica management had concluded that, in order to
succeed, it would be necessary to focus equally on non-
technical elements to establish a more competent, high-
p e rf o rmance, high-commitment work enviro n m e n t .

In the words of President and CEO Eugene Polistuk,
“I firmly believe that one of the key competitive advan-
tages any enterprise has is its people. Basically, the com-
petition can buy similar equipment, raw materials, and
even get access to intellectual pro p e rty in a short period
of time. But the real diff e rences between successful and
unsuccessful companies are the employees. When you
empower them by providing training and inform a t i o n ,
you give them the ability to compete both individually
and as a team.” 

The Process 
The redesign process chosen is depicted in Figure 1,

a ffectionately re f e rred to as The Snake Chart. A nine-per-
son re s o u rces team, consisting of internal consultants,
was formed to facilitate the eff o rt. This process consisted
of awareness heightening sessions for all managers, to
i n t roduce them to the notions of organization design
choices, STS principles (Cherns, 1976); reflecting the
interaction of internal and external technical and social

systems, and the change model. This was followed by the
f o rmation of a senior management steering committee to
oversee the process. All employees were then invited to
similar awareness heightening presentations and volun-
teers were solicited to serve on design teams. The next
step was to engage all members of the organization in
the development of Celestica’s values (see Figure 2)
which would be the foundation for redesign decisions.
This was accomplished over a period of many months,
during which time design teams identified values and
principles actually in practice, in contrast with those
needed to achieve the envisaged high-perf o rmance org a n -
ization. After endorsement by the steering committee, an
e x e rcise was undertaken to identify areas of non-compli-
ance with the Celestica’s values. Organizational design
a l t e rnatives were generated, selected, implemented, and
m o n i t o red for effectiveness. A mechanism, consisting of
periodic audit surveys and follow-up action, was then put
in place for continuous evaluation and modification.

Outcomes
This process has led to a number of org a n i z a t i o n a l

changes. Work teams have been established within the
manufacturing departments. These are groups of 15-40

Figure 1.

Redesign Process
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Figure 2.

C e l e s t i c a ’s Va l u e s

People — We are responsible and trustworthy. We have a sense of own-
ership and perform best when:
• Respect for the individual is demonstrated and we treat each other with

dignity and fairness
• Diversity and equity are embraced in all our policies and practices
• Status differentials are based only on business requirements
• Conflict is resolved in a direct and timely manner
• Work is stimulating and challenging
• There is a balance between work and personal life
• The leadership team sets an example by demonstrating commitment to

these values and principles

Partnerships — Mutually beneficial relationships with customers, sup-
pliers, educational institutions, and the community are essential.
• The highest standards of ethical behavior are followed in all of our dealings
• We understand and anticipate our partners’ needs and capabilities, and

help them plan for future requirements
• Suppliers and other partners are recognized as an extension of our team
• We support and encourage community involvement

Customers
Celestica’s success is driven by our customers’ success.
• It is easy to do business with us
• We respond to our customers’ needs with speed, agility, and a “can do”

attitude
• We are competitive with our commitments and we meet them

Quality — Quality is defined by the customer.
• Requirements are clearly defined, communicated, and understood
• We strive for error-free work and defect prevention
• Variances are detected and permanently corrected at the source, 

ensuring that defects do not escape to the customer
• Continuous improvement is designed into every aspect of our business
• Quality is everyone’s responsibility
• We do not compromise quality

Teamwork and Empowerment
We work together to achieve Celestica's goals.
• We support Celestica's goals over a team's or individual's business

goals
• Teams have the necessary skills, resources, information, and authority

to self-manage both social and technical issues
• Roles and responsibilities are clearly defined and understood
• Adaptability, flexibility, and initiative are expected from all
• We willingly undertake any task required for the effective operation of

our business
• Leadership roles and activities are shared
• Decisions are made: at the source; based on input from those affected;

considering both business and individual needs
• We are accountable for our actions and responsibilities
• We challenge boundaries and practices to initiate improvement
• We encourage activities that build teamwork and high morale

Technology and Processes
Our success is based on innovation and technology leadership

At Celestica, we are proud of our history in the technology industry. We compete to win in the global marketplace with products and services that delight our
customers. We are committed to providing superior value to our stakeholders. Our key competitive advantage is our people — technology alone will not guaran-
tee our future. Creativity, commitment, and our passion for responsiveness allow us to thrive in a changing business environment. To ensure continued financial
success, pride in our workplace, and high morale, we are committed to achieving Celestica’s goals through adherence to these stated values and principles:

• We make optimal use of resources and adhere to defined processes
• We strive for simplicity and ease-of-use in the design of processes
• Processes and systems are understood and developed with input from

those responsible for execution
• We use tools, technology, and processes best suited to sustain our

competitive advantage

Communication — We take time to listen and ensure understanding.
• Information is shared to maximize understanding, commitment, and

ownership
• Communication is clear, timely, honest, accurate, and takes place

directly between concerned parties
• We constructively offer and accept feedback

High-Caliber Workforce
We maintain a high-caliber workforce.
• We attract and retain people with the best qualifications, skills, aptitudes,

and attitudes that match our long-term requirements and work culture
• We are trained and qualified to be proficient in our jobs
• The development of appropriate technical, interpersonal, and team skills

is a shared responsibility between Celestica and each employee
• We are responsible for effective knowledge transfer, skills development,

and succession planning
• Development and job opportunities are known and accessible to all

employees.
• We are committed to continuous learning.
• We have a flexible workforce in which employment arrangements may

differ; we are committed to making employment a rewarding experience
for both Celestica and the individual

Compensation and Recognition — Our compensation programs are
competitive and influenced by overall company success
• We know what is expected of us and how our contribution is measured.
• Ongoing poor performance is not tolerated.
• We encourage innovation and risk-taking, and treat errors as opportuni-

ties to learn and grow
• Skills, knowledge, and contributions to the achievement of goals are key

elements that influence compensation, recognition, and opportunity
• Individual, team, and company achievements are recognized in a fair

and consistent manner
• We celebrate our successes

Environment
We take pride in our workplace and are a responsible corporate citizen
• Each of us is obligated to maintain a safe, clean, healthy, and secure

work environment
• Our workplace is a showcase of our capabilities
• We promote a healthy lifestyle
• We protect the environment.

Ma k i ng It Work
The transition to a workplace consistent with these values and principles
will take time, patience, and ongoing participation from all of us. This will
be a continuous process and there will be obstacles along the way, but with
tolerance and perseverance we will succeed.
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people, working in shifts around the clock, re s p o n s i b l e
for the entire process from receipt of kitted parts to pack-
ing of final product. These teams are characterized by
personnel with high levels of multiple skills, capable of
conducting their own inspection and re p a i r, maintaining
their equipment, and carrying out significant leadership
and administrative functions (such as training coord i n a-
tion, vacation scheduling, hiring, perf o rmance tracking,
etc.). Team development is supported through extensive
technical, interpersonal, and managerial training.

One can see the influence of many of Celestica’s
values driving the redesign choices selected, for example
(values are italicized):

• Work is stimulating and challenging
• Quality is every o n e ’s re s p o n s i b i l i t y
• A d a p t a b i l i t y, flexibility, and initiative are expected

f rom all
• We willingly undertake any task re q u i red for the

e ffective operation of our business
• We are accountable for our actions and responsibilities
• Leadership roles and activities are share d .

Redesigns were also implemented within many of
the support departments. For instance, we implemented
m o re timely, accurate product costing (finance), stre a m-
lined new employee processing (human re s o u rc e s ) ,
i m p roved on-time delivery of parts (supply chain man-
agement), and improved access to consumables (store s ) .
P a rticularly significant changes were introduced in the
p rototype lab, consisting of the development of graphical
manufacturing process instructions. This has led to sub-
stantial improvements in quality, cycle time, and pro c e s s-
ing capacity.

• We use tools, technology, and processes best suited to
sustain our competitive advantage

• We strive for simplicity and ease-of-use in the
design of pro c e s s e s .

Other initiatives introduced at the site level to sup-
p o rt these changes include:

• Skills transfer to manufacturing: There has been a
gradual shift of responsibilities and skills from sup-
p o rt functions, primarily engineering, supply chain
management, and maintenance, to improve re s p o n s e
capability in dealing with technical and customer-
related pro b l e m s .

• Variances are detected and permanently corrected at the
source, ensuring defects do not escape to the customer.

• Customer Focused Teams (CFT): Teams have been
establ ished that  include mos t of the funct ions
re q u i red to support individual customers. A CFT oper-
ations manager leads the team, which includes a cus-
tomer accounts manager, production personnel, engi-
neering (manufacturing, quality, and test), and sup-
ply chain management. There are plans to add other
functions to support the customer (such as equipment
maintenance), with the intent of creating a “no-
excuses” team that will have the capability of satisfy-
ing all customer re q u i re m e n t s .

• Decisions are made at the source, based on input fro m
those affected considering both business and individ-
ual needs.

• Teams have the necessary skills, re s o u rces, inform a-
tion, and authority to self-manage both social a n d
technical issues.

• Modifications to operational training: An enhanced
training process has been intro d u c e d .

It includes appointment of ten new site sector trainers
who are responsible for preparation and delivery of tech-
nical training material, along with continuous assess-
ment of manufacturing employees’ qualifications.

This approach is supported by a more stru c t u re d
and planned approach to the provision of training. Skills
matrices have been developed, identifying skill and
knowledge re q u i rements for each individual on the man-
ufacturing work teams, and a training plan established
to achieve these objectives.

• We are trained and qualified to be proficient in our
j o b s .

• The development of appropriate technical interper-
sonal and team skills is a shared re s p o n s i b i l i t y
between Celestica and each employee.

• We are committed to continuous learn i n g .
• I n t roduction of an open job-posting process: One of

the key issues identified during the social system anal-
ysis was a concern expressed by employees that they
w e re unaware of promotional and developmental
o p p o rtunities available. There f o re, a process has been
implemented whereby all positions to be filled are
publicized and all individuals who believe themselves
to be qualified are invited to apply. This ensures that
all interested parties receive consideration.

• Developmental and job opportunities are known and
accessible to all employees.

Decisions are made
at the source, based

on input from 
those affected 

considering both
business and 

individual needs.
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• I n c reased emphasis on housekeeping. The appearance
of facilities is of utmost importance, particularly since
existing and potential customers are frequently tour-
ing. A study team established standards and measure-
ment criteria, and put in place a monitoring mecha-
nism consisting of regularly-conducted audits and
completion of a “score c a rd” with designated account-
ability at various locations across the site.

• Each of us is obligated to maintain a safe, clean,
h e a l t h y, and secure work enviro n m e n t .

• Our workplace is a showcase of our capabilities.
• I m p rovement to data transfer from customers: Con-

v e rting specification data from customers into form a t s
to permit scheduling, parts acquisition, manufactur-
ing, and shipping was a painstaking task. A system
was designed to electronically process the data, with
resultant significant improvement in time, eff o rt, and
a c c u r a c y. This has contributed substantially to being
m o re responsive to rapidly-changing customer needs
in new product introduction — a mainstay of the
contract manufacturing business.

• It is easy to do business with us.
• We respond to our customers’ needs with speed and

a “can do” attitude.
• We are competitive with our commitments and we

meet them.
• I n c reased workforce flexibility: In the contract manu-

facturing business, a flexible workforce is essential to
s u p p o rt large fluctuations in customer demand within
a very short t ime  frame. A new part-time  work
a rrangement was formulated to address this re q u i re-
ment, that achieved three objectives: 1) work sched-
ules consistent with the expressed needs and pre f e r-
ences of a part-time workforce; 2) maintenance of a
high skill level within this group; 3) reduction of the
number of temporary employee classifications to
s t reamline the hiring pro c e s s .

• We have a flexible workforce in which employment
a rrangements may diff e r. We are committed to
making employment a re w a rding experience for both
the individual and the employee.

• A l t e rnative work schedule: A number of work sched-
ules evolved over the years in manufacturing, in an
e ff o rt to accommodate a large hourly workforce with
v a rying needs (for example, students, weekends-only,
and specific shift employees, etc.). This was found to
be quite disruptive in a number of cases, impeding

transfer of information between shifts, balance of
skills across all shifts, and often necessitating exces-
sive overtime coverage. After review of a number of
options, it was decided to move to a 3-on/4-off, 12-
hour schedule.

• We challenge boundaries and practices to initiate
i m p ro v e m e n t s .

• Mutual work schedule exchange: Working aftern o o n ,
night, and weekend shifts often prevents employees
f rom participating in family events and personal
activities. A system has been designed to allow individ-
uals of similar skills to exchange work schedules by
mutual agre e m e n t .

• T h e re is a balance between work and personal life.

Positive Results
As a consequence of this redesign eff o rt, consider-

able perf o rmance improvements have been realized. In
the business unit where these changes were initially
i m p l e m e n t e d :

• P roductivity has doubled, with the resultant incre a s e
in manufacturing capacity without additional labor
re q u i rements or capital expenditure

• Manufacturing cycle times decreased eight-fold, with
resultant substantial decreases in work-in-pro c e s s
i n v e n t o ry

• Q u a l i t y, as measured by defects per unit, has impro v e d
by a factor of two.

In addition, surveys have revealed a substantial
i n c rease in employee satisfaction related to the are a s
w h e re the redesign has focused. Comments include: “I’ve
waited 27 years for this sort of thing. This is great!” “I
used to worry about getting quality ideas and commit-
ment from my co-workers. Now my biggest fear is not
capitalizing on their vast potential.” “What I like about
the STS process is that the change has been driven by the
employees — those responsible for execution — as
opposed to management dictating how it’s going to be.”
“This stuff really works. We are able to deliver to the cus-
tomer on time with last minute requests because we’ve
i m p roved the pro c e s s . ”

The Redesign Process Continues
Celestica recognizes that the redesign process is

n e v e r-ending. Many areas are yet to be addressed. To
e n s u re the continuation of change to improve, continu-
ous design boards have been established within manufac-
turing. These boards are composed of a cross-section of

We challenge
boundaries 
and practices 
to initiate
i m p ro v e m e n t s .

... the re d e s i g n
p rocess is never-
e n d i n g .
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employees within a particular unit, and they meet for
about eight hours each month. Their role is to: audit
p ro g ress related to redesign implementation, identify
w h e re objectives are not being realized, and re c o m m e n d
c o rrective actions; monitor adherence to Celestica’s val-
ues and suggest alternative practices, as appropriate; deal
with recommendations from work unit members re g a rd-
ing continuous design, and form task forces for this pur-
pose as needed; ensure consistency of practices amongst
various work teams; and address problems that cannot be
resolved at the work team level.

Diffusion To Other Sites
The past year has seen the acquisition of more than

29 locations by Celestica across North and South Ameri-
ca, Mexico, Europe, and Asia. This has raised the ques-
tion of how to diffuse Celestica’s values — considered to
be corporate imperatives since many locations have cus-
tomers in common and a consistent image is vital. A pro-
cess is under way to provide education and training to
other sites and provide consultation assistance from the
corporate high perf o rmance initiatives team, composed
of internal organizational change consultants, to facili-
tate redesign specific to each locale.

Conclusion 
High-performance work organizations with competi-

tive advantage will not be established by merely improving
the way in which things are now done. A new model, based
on diff e rent values and principles, needs to be developed
and used to guide organizational design directions. 

Norman Halpern is president of Halpern Associates Inc., a Toronto-
based consulting firm, specializing in organization design. Jeff
Ward is manager — high performance work systems at Celestica
Inc. Toronto site.

© 2000 AME® For information on reprints, contact:
Association for Manufacturing Excellence
380 West Palatine Road, Wheeling, IL 60090-5863
8 4 7 / 5 2 0 - 3 2 8 2
w w w . a m e . o r g

References

Cherns, A., “The principles of Sociotechnical
Design,” Human Relations, Vol. 29, No. 8. 1976.

Halpern, N. “Sociotechnical Systems Design: The
Key to a Competitive Edge,” Engineering Dimen-
sions, Sept./Oct., 1995.

“The 1999 AME annual seminar offered me an opportunity
to see what some of the best plants in the world are doing
and gave me the opportunity to interact with and pick the

brains of some of this country’s best manufacturers.
There is no substitute for learning from the people who lead
and implement lean manufacturing improvement processes.”
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