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Introduction i Kevin Britton

A Lean Deployment Leader and Six Sigma Black Belt at Hemlock
Semiconductor Operations, LLC

A Implementing/Managing Change has been20-y e ar @A Gol den
I Lean design and disruptive technology in the auto industry
i Implementation of new QMS (1ISO9001) for a small company.
i Depl oyment of a new fAbottom upo I mp
I Execution of Lean and Six Sigma improvement projects.
I Reorganization for regional religious group (8 parishes merged to 3)

A Personal

i Married with two young daughters
I BSME, Michigan Tech; MSE, Purdue University
I ASQ Certified Six Sigma Black Belt; internally certified Lean Leader
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Hemlock Semiconductor Operations LLC PROPRIETAR

Hemlock Semiconductor

A Hemlock Semiconductor is a leading provider of high-purity polycrystalline
silicon and other silicon-based products used in the manufacturing of
semiconductor devices, solar cells, and modules.

A HSC is a joint venture between Dow Chemical, Corning, Inc. and Shin-Etsu
Handotai. HSC began operations in 1961.

A Because of the critical applications of our products and high purities involved
(99.999999999% pure for semiconductor applications), change management is
especially important!
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A At the conclusion of this session, attendees should be able to:
i Identify the 8 Key Elements to managing complex change, and assess
existing efforts vs. these criteria.

i Examine change from the perspective of the change target, and apply
tools for overcoming resistance to change.

I Formulate an effective deployment plan for change communication and
training.
I Assemble a control plan to lock in gains.
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Why Focus on Change Management?

A Change management aligns an organ
with changes in business strategy, organizational structure, and
systems.

A When done effectively, change management builds:
I Ownership and commitment to change
I Anor g an i zahiltyitooadapt$o change
I Improved performance from knowledgeable employees.

A Most importantly, intentional change management is a critical
determinant in whether a change will be successful!
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Hemlock Semiconductor Operations LLC PROPRIETAR

One-Size-Fits-All Approach?

|l s there such a
Change Management?

A The goal is for the organization to accept the change, adapt to it,
and integrate it into every day workflows.

A Change Manage me rsimpldichanges caridrive o f or
employees to tune out, and under-focus on significant change.

A In general, the more complex the change, the more intentional we
need to be about change management.

I This means improvement leaders must assess the complexity of the
change in order to apply the right level of change management.
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Tool: Assessing Change

00

Culture of Change exists
within organization

Organization follows a
process for change

Organization is highly
change adverse

Scope

Single function affected

Multiple functions,
up to one site

Multiple sites or
global change

Change involves
independent tasks or roles

Some interdependency
exists between roles

Roles/Tasks are highly
interdependent

Risk

Change is well understood

Some unknown exists but
risk is manageable

Many unknowns, risk is
high or unknown

Long, flexible lead time
(budget) to implement

Moderate lead time with
some budget flexibility

Hard deadline for
completion, no flexibility

People

Rely on existing support
structures during change

Some change to existing
sources of support

Will require external
specialists to implement

No/Minimal impact on
people

HS

Some impact on personnel,
anticipate resistance

Large personnel impact,
likely to be unpopular
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Key Change Roles

Hemlock Semiconductor Operations LLC PROPRIETAR

A Provides resources, removes
barriers, and lines up advocates.

A Helps prioritize activities, manage
the load & communicate vision.

q
4

A Reinforces communication from
sponsor, addresses personnel
concerns and elevates key issues.

A Translates direction and activities
to their organization

m REMITOND
SEMICONDUCTOR
FPowering Tomo

Change Sponsor
(Enabler)

Change Advocate
(Champion)

row with Proven Parformance

Change Agent &
ili A A QTH
(Facilitator) (RARNRIRNANY

A Expert in the specifics of the change

A Partners with the sponsor to gain
perspective on benefits / pressures.

A Manages stakeholders, sponsors and
targets using CM principles and LOTS
of communication.

A Seeks out info and communicates
concerns about change.

A Ideally keeps an open mind and looks
for positive aspects of change.

Change Targets
(Focus of Change)
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Hemlock Semiconductor Operations LLC PROPRIETAR

Effective Sponsorship is Essential!

A The Sponsor must have adequate capacity to sponsor the change.

i AiLose Twiceo iIif they take on too mu
Al They] not only wono6ét achieve the o
wi | | also teach people to disrega

A The Change Agent candét go it al on
I Mondt take dad Awaesiidheprsojects with

i Mondt work har dero t haYno uyro ubre sstp oenfsfoor
inadequate sponsorship.

A Change Advocates assist, but do not replace sponsors.

I Monot confuse the strength of desir
successo . Effective sponsorship i s ec:

Excerpts from Managing at the Speed of

’L"‘-c —— Change, D.R. Connor, 1992
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Exercise: Importance of Sponsorship

Objective
I To compare and contrast success of projects with or without
appropriate sponsorship.

Instructions
1. Think of a particularly successful change you have experienced
(e.g. program roll-out, technology change, etc)
71 How complex was the change?

71 Who sponsored it? Were they the resource owner? List 3-5
specific actions they took that supported the change.

71 Who advocated for the change? What did they do? — 15min
2. Now, think of a particularly unsuccessful change you have seen:

71 How complex was this change?

Who sponsored it? Were they the resource owner? Were
they engaged in similar activities as the sponsor in #17?

71 Who advocated for the change? Were they effective? If not, why?
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8 Key Elements to Managing Change

A Successfully implementing complex change requires:
I Change Sponsor: Prioritizes and enables the change
I Case for Change: Why change NOW? (Burning Platform)
I Vision: Where are we headed? What does success look like?
i Skills: How will we do it the new way?
i Incentive: What 6s i n i1t for me 1 f | C
I Resources: Who and what will help us implement change?
i Action Plan: How do we get from here to there?
i Control Plan: How will we ensure the change sticks?
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Hemlock Semiconductor Operations LLC PROPRIETAR

Tool: Managing Complex Change

Change Case for - , . Action Control
Vision Skills Incentive ||Resources
Sponsor Change Plan Plan
Case for Vision Skills Incentive ||Resources Action Control
Change Plan Plan
Change Vision Skills Incentive ||Resources Action Control
Sponsor Plan Plan
Change Case for : : Action Control
Skills Incentive ||Resources
Sponsor Change Plan Plan
Change Case for - : Action Control
Vision Incentive ||Resources
Sponsor Change Plan Plan
Change Case for Vision Skills RESOUICES Action Control
Sponsor Change Plan Plan
Change Case for Vision Skills Incentive Action Control
Sponsor Change Plan Plan
Change Case for Vision Skills Incentive ||Resources Control
Sponsor Change Plan
Change Case for Vision Skills Incentive ||Resources Action
Sponsor Change Plan

Change
No Start

Status Quo

Confusion

Anxiety

Gradual
Change

Frustration

False Start

Entropy



Exercise: Complex Change Assessment

Objective

I To practice understanding impact of key elements in successfully
delivering complex change.

Instructions

1. Think about a current change effort you are involved in.
1 How complex is the change?

7 Review the Change Matrix and consider how your
organization is currently delivering on each key element.
Where are you the strongest? The weakest? — 15min

71 What are some potential impacts of the largest gaps?
How might you address them? Are those mitigations

consistent with the complexity of the change?
2. Be prepared to share your insights with the group.
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HUMAN FACTORS
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Hemlock Semiconductor Operations LLC PROPRIETAR

Resistance, or Just Concern?

Change introduces uncertainty, which causes Change Targets to
guestion the change. This is not the same thing as resistance!
1. Information Concerns
1 What is the change? Why do we need to do it?
2. Personal Concerns
7 How will it affect ME? Will | be able to do it the new way?
3. Implementation Concerns
71 What do | do? How do | get help?
4. Impact Concerns
7 s the change paying off?
5. Collaboration Concerns
1 How do we get others to align to the change?
6. Refinement Concerns
1 How can we further improve this to maximize the benefit?
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Hemlock Semiconductor Operations LLC PROPRIETAR

Resistance to Change

A Real resi stance to change comes

I Facts: Objective realities that are proven with evidence. These tend to
come directly from peopleds exper.

I Beliefs: Subjective assumptions, conclusions, or predictions. These
can be projections based on prior experience, or a reflection of the level
of trust they feel in the sponsor or organization or their fear of the

unknown.

I Values: Emotional conviction of what is important.

Which of these Is the easiest to

overcome? Which is the hardest? b m'

mc»«emocx From Managing Resistance to Change, Ken 6

SEMICONDUCTOR Hultman, Ed.D, 2003

Fowering Tom with Proven Parformance

f

e



Tool: Evaluating Resistance to Change

We generally
focus on the
Case for Change

Not Changing

To overcome
resistance, we must
understand the

Case for Not Change
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Benefits

ABurning Pl atfor mo

Drawbacks

*Adapted from the (Eli) Goldratt Change Matrix,

Changing
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Exercise: Overcome Resistance to Change

Bensfits

Objective
I To practice evaluating resistance to change.

Mot Changing

Changing

Drawbacks

Instructions
1. Suppose MLC was considering adding a day to the main

conference schedule (with associated cost increase).*

2. What is the Case for Change for attendees?
A What are the pains that will be eliminated?
A What are the benefits of making the change?
3. What is the Case for Not Change for attendees?
A What new pains will be created by the change?
A What beneficial items must be given up in the change?
4. Discuss the Case for Not Change. Do showstoppers
exist? Are mitigations warranted?

—15min

18
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Hemlock Semiconductor Operations LLC PROPRIETAR

Tips for Building Commitment

A Communicate, Communicate, A Train the basics of managing
Communicate! change
A Involve people as much as A Focus each intervention on
possible in their future, where outcome required
it is permissible A Pilot Changes to demonstrate
A Allow people time and space benefit
to resist positively A Commitment has a price. Buy
A Create a clear window of time only what you need!

for debate; then close it

A Engage the Sponsor and
Advocates!

\ | BT i ¢ J
HSC -
SEMICONDUCTOR 19
FPowering Tomo

row with Proven Parformance



Hemlock Semiconductor Operations LLC PROPRIETAR

Changing for Compliance

A Not every change requires commitment from change targets.

A Legal requirements, market shifts, or other circumstances may make
existing methods unsustainable. Standing still is not an option!

A Tend to place particular emphasis on negative consequences of not
changing. (nlf we dondot do thi s,

I Need to balance this with positive reinforcement!

A Be aware that excessive compliance change takes its toll on an
organi z at overuse if youanméptit!

A Where possible, use the challenge as a rallying
cry to Iimprove the organizationo6s
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