Manufacturing Company Cultural Shift
From Tradition to Innovation

Achieving a 25% increase in employee satisfaction
Transforming workplace culture for business success

ManuCore Industries (Fictional company)

Case Study | 2025
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Company Background

ManuCore Industries Company Evolution & Market Challenges

Established in the mid-1950s as a regional

manufacturing leader 1950s Founded as family-owned manufacturing business

e OO 1970-80s Regional expansion and product diversification
F P
1990-2000s Modernization of equipment and facilities
Workforce: Annual Revenue: Operations: Central
~500 employees ~$120M manufacturing hub with
e $ regional c;ig?;ibutiﬂn 2010-2015 Stable growth period and market leadership

S : 3 Rising competition and margin pressure
Traditional Organizational Culture:

- @ 2021-Present
Chl @ @ @} %L Increased customer demand for customization

@ Industry shift toward ‘smart manufacturing’

Hierarchical Risk-averse Process-driven Siloed departments
structure with decision- operations with limited /ﬂ‘ﬁ Global competition with faster innovation cycles
clear making prioritizing cross-functional "

reporting lines process stability interaction ,,—h\] Talent attraction and retention challenges




The Challenge

Status Quo Assessment

A detailed evaluation revealed significant challenges requiring intervention

Key Problem Areas
Employee satisfaction:
55% (below industry avg.)

Innovation mindset:

Limited experimentation,
fear of failure

flf

Management Assessment:

Departmental silos: A
Minimal cross-functional

i L 1\
collaboration

Time-to-market:
18 months (competitors: ,j,&
~10 months)

Rigid hierarchy:
Predominantly top-down
decisions

Under-35 turnover:
22% (industry avg. 15%)

“Our traditional manufacturing culture is hampering agqility and
innovation needed to remain competitive in today’s market.”




Vision for Transformation

Current State: “Command & Control”

/é\ Hierarchical decision-making
==\

O
a9,

[j—%j Siloed departments

Risk-averse processes

Target Cultural Pillars

Innovation Mindset

Fostering creative thinking,
experimentation, and calculated
risk-taking throughout all levels.

Desired Outcomes

Psychological safety
for idea-sharing

&

ﬁﬁfﬁ Collaborative Ownership

Cross-functional
problem-solving

Future State: “Collaborate & Innovate”

Q-
200

Empowered idea generation

O O :
M Cross-functional teamwork

o : .
( A Continuous improvement

T Continuous Learning

Building skills, sharing knowledge,
and adapting to evolving market
| heeds.

Breaking silos with shared
accountability and cross-functional
teamwork.

Improved employee

Daily innovation {i}
experience

habits 7




Strategic Approach

Our four-pillar transformation framework integrates cultural change with operational excellence to drive

sustainable results and employee engagement.

Leadership & Psychological Safety

Shifting leadership from directive to facilitative, creating
an environment where employees feel safe to speak up,
take risks, and challenge status quo without fear of

negative consequences.

Everyday Innovation

W Embedding innovation into daily work through idea
L(jf ~ systems, designated improvement time, rapid
= experimentation, and celebrating both successful
outcomes and learning from failures.

Business Objectives Alignment

@ Innovation: Accelerate time-to-market, increase
AL/~ implemented ideas

{5y Operational Excellence: Reduce downtime, improve
{07 on-time delivery

M Continuous Improvement: Build repeatable systems for
sustained success

Cross-Functional Collaboration

Breaking down departmental silos through structured
teamwork, shared goals and KPlIs, improved
communication channels, and collaborative
problem-solving methods.

Recognition & Transparent Communication

Building systems that recognize innovation and

”
gjj]j = collaboration, communicate progress visibly, celebrate
achievements, and maintain honest dialogue about

challenges and opportunities.

Culture as Strategic Asset

@ Makes culture visible, measurable, and embedded in systems

@ Aligns with ‘smart manufacturing’ needs (people + technology)

@ Creates sustainable competitive advantage through
organizational capability




Implementation Phase 1: Discovery & Culture Audit

Baseline Assessment
Employee satisfaction survey: 55%
I I D I (below industry average)
eNPS (Employee Net Promoter Score): -5
Focus Group Insights
Production floor teams @)
&9 (all shifts) M%
—=1 Engineering department 9
AL (design, process) ‘%7

Culture Gap Analysis Flndmgs

{,O Low cross-team idea
(2= generation and sharing

Rigid top-down decision
making processes

0 ad
Target Cultural Pillars Defined

" Limited experimentation;

Culture Audit Process
1. Data Collection

) — ) — @
Gathering qualitative and quantitative inputs.

2. Gap Analysis

—>: ldentified critical culture ga&as .
= Detween current state and desired
| collaborative innovation environment.

3. Target State Definition
'Q~ rﬁff

SRS
R

Maintenance and quality
teams

Leadership interviews
(supervisors to executives)

")

5]

fear of failure

f‘;ilDEd kr,'m'”e'jge and Innovation Collaboration Learning
information flows (Ideas, (Cross-functional (Growth
experimentation) teams) mindset)

4. Implementation Planning

Innovation Mindset: Curiosity, experimentation, continuous improvement
Collaborative Ownership: Cross-functional teamwork, shared goals
s> Continuous Learning: Growth, adaptability, skill development

_JZ)Z Created roadmap with defined metrics,
initiatives, and success measures to
% guide the transformation.

Ve




Pillar 1: Leadership & Psychological Safety

Transforming leadership approach to create an environment where innovation and collaboration
can flourish.

Leadership Workshops ~ CEO & Senior Leader Commitment
[%Zr"‘—’w Shifting leadership style from directive to O j]’-T Visible and active engagement from top
——— facilitative coaching, empowering teams to solve executives, demonstrating personal investment
problems and innovate. in the cultural transformation.
— 'No-Blame' Post-Project Reviews Open-Door Hours & Town Halls
_:ll Focus on learning and improvement rather than | 1|Z Regular access to leadership through scheduled
=] assigning fault, encouraging honest reflection ~ open-door hours and inclusive town hall
and continuous improvement. hall meetings to share ideas and concerns.

Leaders as Role Models

Demonstrating curiosity: asking 5 Active listening during team @ Creating psychological safety

questions instead of giving answers discussions and feedback sessions through inclusive behaviors

“Psychological safety is not about being nice; it's about giving candid feedback, openly admitting
mistakes, and learning from each other." — Amy Edmondson, Harvard Business School




Pillar 2: Breaking Down Silos

Our approach to dissolve traditional boundaries between departments and create a unified collaborative

ECDE}"StEFﬂ.

1! Cross-Functional Innovation Labs Weekly Collaboration Huddles
Dedicated teams combining Engineering, Production, Structured 15-minute stand-ups bridging Production
and Quality personnel working together on specific and R&D teams to align priorities and resolve blockers
challenges and process improvements. in real-time.
© 60% increase in implemented improvement ideas @ Reduced issue resolution time from 9 days to 3 days
© Diverse perspectives leading to more holistic solutions © Enhanced visibility of production challenges to R&D

' .7 Shared KPIs & Visual Boards @ Peer Recognition System
Joint performance indicators across departments Digital platform and physical boards allowing employees
measuring collaborative outcomes rather than individual to recognize colleagues from other departments for
team metrics. collaborative contributions.
© Cross-functional accountability for quality & delivery © 35% increase in cross-department engagement
© Transparent real-time performance tracking @ Building social connections across traditional boundaries

Impact: Interdepartmental Understanding

ﬁ[l S Before: "That's not my i O{@}O After: “"How can we
Iy

department’s problem” solve this together?”
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Key Initiatives

Idea Capture Systems

Digital and physical idea boxes strategically placed across
shop floors and break areas to gather frontline insights.

‘Innovation Time’ Allocation

2 hours/week dedicated to improvement projects and idea
development, protected from operational pressures.

Learning Journeys

Tailored workshops on design thinking, problem-solving
methodologies, and creative techniques adapted for
manufacturing context.

Rapid Experimentation

Small-budget pilot projects with streamlined approval
process and fast feedback cycles to quickly test ideas.

Continuous Feedback

Monthly micro-pulse surveys tracking engagement with
innovation initiatives and identifying improvement areas.

Pillar 3: Embedding Everyday Innovation

Creating systemic mechanisms to make innovation part of daily work rather than a special event.

Innovation Cycle Framework

Idea
(Generation
& Capture)

anal
Impact

(Measure &

Share)

)

(Scale &
Integrate)

The cycle takes approximately 6-8 weeks from idea submission to

measured impact, enabling rapid learning and iteration.




Pillar 4: Recognition & Communication

Recognition Systems

‘Idea Champion’ Awards: Monthly recognition for
implemented ideas with meaningful impact

on operations, quality, or employee experience.
Winners featured on leadership boards and receive
innovation budget allocation.

Culture Ambassadors & Communication Channels

En

an

Integration & Sustainability
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Culture Ambassadors Network: Representatives
from each shift/department meet monthly to
surface issues, share best practices, and champion
initiatives.

Innovation Storytelling: Regular features of
successful innovations and collaborations, highlightin
both outcomes and journey. ‘Behind-the-scenes’ of
teams working together builds culture narratives.
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Peer 'Kudos’ System: Digital platform for real-
time peer recognition, where colleagues
acknowledge collaborative efforts and
iInnovative thinking, visible to all teams across
shifts.

Modernized Communication: Refreshed
Intranet, monthly video updates, interactive
town halls, and digital display boards on shop
floors.

Performance Integration: Updated performance
reviews include innovation participation and
collaboration metrics. Career development paths
reward cultural leadership.

“Recognition isn't just about rewards—it's about making innovation and collaboration visible, celebrated, and
integrated into how we work every day.” — ManuCore Leadership Team




Measurable Outcomes (18 Months)
Key performance indicators demonstrating culture transformation impact:

Employee Satisfaction Turnover Rates Employee Net Promoter Score
Overall: 18% = 11% ({); Under-35: 22% - 9% ({)

BD'}E +32
22%
55% > 80% 55 o~y ™ -5 +32 7 .
s 9%
(+25pts) [ . e (+37pts) -
Before  After Before Aﬁ:er Before  After Before  After
Innovation Metrics Operational Impact Collaboration Metrics
|deas Submitted: 15 = 142 per quarter,; Time-to-Market: 18 = 11 months; Cross-functional participation: 12% - 35%;
|deas Implemented: 3 = 41 per quarter Equipment Downtime: 8% = 4.5% Peer Recognition: 0% -» 20% monthly
\ 8% ~ A it 20%
4.5% 12% /
- R e o
Before  After Before After Before  After Before After

On-time Delivery ggo, ¥ 96.5%

89% - 96.5% l .
(+7.5pts)

Before After

A

Before After Before After




Lessons Learned & Key Success Factors

Our transformation journey revealed these critical insights for sustainable culture change:

Leadership Mindset Shift is Foundational

w Unless leaders visibly act differently, modeling @

— collaboration and innovation, cultural change stalls at the
middle layers.

Align Systems with Target Culture

Performance reviews, rewards, recognition must all
reinforce collaboration and innovation behaviors.

Start with Pilot Pockets

Begin with receptive teams and departments, use their
success to build credibility and momentum for wider
adoption.

Manufacturing Needs Deliberate Design

h Physical layout, shifts, and production constraints %
require custom collaboration mechanisms (huddle

spaces, handover rituals).

Psychological Safety as Prerequisite

Without safety to speak up and try new approaches,
innovation is impossible; safety must be deliberately
cultivated.

Frontline Ideas Matter Most

Those closest to the work often have the best insights;
create pathways for these ideas to surface and be
implemented.

Consistent Measurement Keeps Efforts Honest

Regular tracking of both perceptions and behaviors
prevents backsliding and maintains focus on progress.

Link Culture to Operational Goals

Cultural initiatives must connect to business outcomes
(quality, delivery, cost, innovation) to avoid being seen
as 'soft’ or peripheral.




Sustainability & Next Steps

Ensuring Long-Term Culture Success
Building on our transformation momentum for sustained

impact

Key Sustainability Initiatives:
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Establish permanent Innovation Office with dedicated
resources and executive sponsorship

Integrate collaboration and innovation behaviors into
performance reviews and career advancement criteria

Conduct quarterly pulse surveys with transparent
results sharing and action planning

Launch customer co-creation initiatives to align
innovation with market needs

Scale transformation approach across new
plants/lines using trained culture champions

Build enhanced readiness for digital/smart
manufacturing through collaborative cross-training

Cultural Transformation Roadmap

Year 1: Achievements (Completed)

Established cultural pillars and leadership training

) Implemented cross-functional teams and innovation labs
| ) Launched idea system and recognition programs
i Achieved 25% increase in employee satisfaction

; == Year 2: Expansion (In Progress)

i ] Formalize Innovation Office structure
ﬁ”ﬂﬂﬂ Integrate culture metrics into performance systems
#22 Launch customer co-creation program

[]fi] Scale practices to satellite facilities

Year 3: Advanced Integration (Planned)

] Deploy digital innovation platforms

‘Q Develop culture as competitive differentiator

o' Implement advanced talent development program
@ Build external innovation ecosystem




Summary & Takeaways

Cultural Transformation Achievement: +25 Point Increase in Employee Satisfaction
From 55% to 80% within 18 months

Transformation Drivers

LY ! ,

Business Impact People Impact
@ Time-to-market reduced from 18 to 11 months Q) eNPS improved from -5 to +25
4 Equipment downtime reduced by 3.5% 2, Under-35 turnover reduced from 22% to 9%
= On-time delivery improved to 96.5% fg Cross-functional participation: 12% - 35%
Key Takeaways
C_ulture i_s a strategic asset and competitive - Manufacturing innovation thrives with operational
differentiator. =] excellence.
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