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Abstract 

This paper studies the people management how to overcome single-country risk in printing industry.  During the current trade ware between China and US, China will suffer 1.1% decrease in employment and 1% GDP loss which are not negligible but management for China.  In the trade war, the US buyer should pay 10% - 25% more for import tax but this extra tax can’t easily to absorb between the US buyer and manufacturer.  

Most industries will use the business improvement method such as LEAN, Six Sigma and TOC to improve performance by systematically removing internal waste; combining lean manufacturing and six sigma to improve the yield rate and quality.  The major and basic theory is how to do it right in first time.  Although the company should improve their internal cost to maintain their profit and survive, it can’t easily to absorb this tax coming.
Therefore, most company will expend their operation to out of China to prevent this tax.  During this action, most Chinese management and technician people need work out of China to support the operation.
On the other hands, we all know that electronic technology is moving at light speed these days. If you are a package printer, you may be wondering about the present state-and future expectations-of the digital printing revolution. I will attempt to look at the current state of this technology and give you a perspective.  Green Printing by all-in-one or one-stop machine should be the trend of digital commercial printing industry.  Green Printing can reduce the manpower in operation.  This studies how to overcome the employee needs by people management.
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Background 

ABC Group is a professional paper-based items manufacturing and printing company. We begin as a package box and manual printer in 1982.  Through relentless innovation, we steadily move up the value chain expanding both the depth and breadth of our services.

Today, ABC becomes a turn-key service provider on printing and paper based products manufacturing.  While still headquartered in Hong Kong, the manufacturing bases in Dongguan and Heshan, China and with an aggregate factory size is 250 acres approximately and a skilled workforce of around 3,000 people. Their steady growth is reflected in our ever-expanding product portfolio which now spans board games, puzzles, greeting cards, educational products, packaging boxes and books.

It is this devotion to excellence that has earned us the trust of our customers, including renowned local and international brands in a diverse range of industries.

Introduction
Cost Challenges

The major challenge is the operation cost is increasing.


[image: image1]
1) Increase in wages


 • The minimum wages increase rate is over 90% per 10 years


 • In 2018, the wages ratio increase over 12%.  i.e. RMB1,530 ( 1,720

 • Cost increase in 2018 = ~20 millions 
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Minimum wages in major city of China from 2010 to 2018
2) Housing Provident Fund


 • The fund ratio is 5% of salary 


 • Dongguan is implemented in 2014 


 • In accordance to wage increment
3) Social Security


 • It is based on minimum wages 


 • In 2018, it is increased 13% 


 • Cost increase in 2018 = ~RMB 3.0 million 

4) High RMB fluctuated rate


• RMB rate is fluctuated in past 3 months


• Difficult to forecast and control the cost


• Cost increase in 2018 = ~ RMB 3.0 million
Therefore, the overall direct cost is increasing around 10%.  

During the China operation cost increase, it also reduces the competitiveness in China.  East South Asia is rapid develop the industry.  In addition, some industries such as textile, toy move to East South Asia.  Governments in South-east Asia -- especially Indonesia, Malaysia, Thailand and the Philippines -- are control the wages, low tax policy and government support strategy.  By these strategies in East South Asia, the GDP growth is rapid increase by past 3 years according to the World Bank.
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GDP Growth Projection For Asia, 2018

India is expected to be the fastest growing economy in Asia
at 7.3 in 2018, according to the World Bank.
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Over the last eleven years, real wages in China have increased by an average of 350%.   This has mitigated the investors relocating production start from China to South-east Asia.  Compared with the minimum wage of China and South East Asia, South East Asia is just 30%-40% of the China.
Labour cost index for China and southeast asia:1990-2016
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Source: Economist Intelligence Unit.

Notes: Because data are listed in USS. dollars rather than local currency, changes to wages may also partially
reflect changes to exchange rates with the US. dollar. However, such data may reflect average labor costs in
dollars that U.S-invested firms might face in their overseas operations.

Figure 9. Labor Cost Index for China and Selected Countries Relative to the United
States:1990-2016
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The following is the minimum wage in China and South-east Asia:

· China (DG) = USD240/months

· South-east Asia = USD100-120/months

Moreover, market situation don’t allow price increase since 2011.  Our customer and us will work together to control the materials cost to keep the profit margin.  Therefore, we have two possible approaches to deal with situation:

First of all, we request customer to accept substitution of materials lower specifications in using of surface treatment such as varnishing, flitter, foil, etc.  In addition, paper stock and components also change to China local sourcing in North-western China or Southeast Asia but the quality and production standard is not stable.  Therefore, we should pay more effort to design, product development and quality assurance effort to overcome this issues.

Another one, it is the efficiency increase in ABC.  We should focus on change the process in automation, reduce the workflow and reduce the wastage.  It can keep the product in stable quality level and production rate to drive less re-work & reject rate.  Also, the first-time-through yield (FTT) can enhance throughout.

Green Printing
Conventional vs. Digital Flow
· Conventional End-to-end delivery 
= 4 ~ 8 weeks

· Digital End-to-end delivery


= 2 ~ 3 weeks

In digital workflow, we should utilize digital machinery, standardize materials & construction and default pre-production lead-time & BOM.  In addition, it can online personalize items and room to become fast track solution for traditional commercial printing.

Digital printing is fit for: 

· Small Order size (< 3,000 pcs) 

· Rush orders of ~ 2 weeks

· Customized special edition for licensed graphics / characters

· Frequent repeated orders -> cost efficiency

About the method and reason, it is the weakness of conventional commercial printing.

Digitals printing is published on 1993.  It can be bring the green idea and action in this industry.  Conventional printing processes such as offset lithography, gravure and flexography are not the only processes available to satisfy the print buyers’ needs.  Digital printing is now able to rival offset quality, and has taken a substantial position in the commercial and publication printing market.

Conventional printing technologies have been extensively studied and standardized.  The principal international standards for conventional technologies, the ISO12647 series, specify aims and tolerances that are process based. 

The Printing Industry has a real need for digital printing standards.  It is because the digital printing can save the set-up time, set-up materials (paper and ink), colour calibrating, without zinc plate and without powder.  In addition, it also prints both size at one time.  It can be say “zero set-up time and materials, zero human harmful and zero drying.  It is similar as computer printer or colour copier as operation.  It is very powerful fro printing industry.   As a result, digital printers are very similar as conventional standards for their digital production.  It will address the industry’s need.

Per HP Indigo 10000, the size is 29 inch format and built-in duplex mechanism, the press makes it possible, for the first time, to digitally print any size application, including pocket folders, six-page brochures, posters, and large lay-flat books.


[image: image5]
Digital Press Machine - HP Indigo 10000

The digitals printing speed is not achieve the offset printing speed but the digitals printing haven’t set-up time and it can print different idea for each sheet.  Therefore, it is strong to print the different coding, sequence number and full set of book.  No need to extra labour for matting.  It is labour, cost and pollution saving.

China US trade war
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Conflict between China and US regarding trade tariffs on each other. This trade of conflict usually arises because the nations involved are trying to improve the imbalance of imports or exports for their own country.  Trade wars have the potential of increasing the costs of certain imports if the nations involved refuse to make a compromise.

According with the US president election on 2016, Donald Trump’s campaign slogan, “Make America Great Again” and “America first”, the campaign is suggested government to provide the lower tax and policy to attract the outside operation back to United Status.  It can improve the unbalance the trade amount and re-act the local industries to improve internal GDP and job requirement.  However, the unbalance trade amount don’t easily to improve by this action.  In June 2016, as presidential candidate, Donald Trump vowed to cancel international trade deals and go on an offensive against Chinese economic practices, describing his promise as a reaction against "a leadership class that worships globalism."  Less than a year after he took office, the United States, European Union and Japan, agreed to work within the World Trade Organization (WTO) and other multilateral groups to eliminate unfair subsidies by countries, which create noncompetitive conditions through state-owned enterprises, “forced” technology transfers and local content requirements.
In January 2018, President Donald Trump said he wanted the United States to have a good relationship with China, but insisted that it treat the United States fairly.  In his State of the Union Address a few weeks later, he stated: 

America has also finally turned the page on decades of unfair trade deals that sacrificed our prosperity and shipped away our companies, our jobs, and our Nation’s wealth. The era of economic surrender is over. From now on, we expect trading relationships to be fair and to be reciprocal. We will work to fix bad trade deals and negotiate new ones. And we will protect American workers and American intellectual property, through strong enforcement of our trade rules. 

In April 2018, President Donald Trump denied that the dispute was actually a trade war to solve the trade deficit of USD500 billion a year and intellectual property (IP) theft of another USD300 billion. US cannot let this trade deficit continue.
Another reason of the trade war is related Made in China 2025.  The principal of Made in China 2025 is increasing the Chinese domestic content of the core materials from 40% (by2020) to 70% (by2025).  In addition, this strategy is focus on the development of high-technology area such as pharmaceutical industry, car industry, aerospace industry, semi-conductors, IC, robotics and IT software.  The target is not relief on foreign companies to improve the technology.     
During above reasons, the government of US plan 10% - 25% import tariffs on the China import materials.  After Chinese new year, China and US is still discuss to find out the solution to solve or reduce the effect the different but it already wake up and good alarm the single operation country risk in the China factory.  It can rapid increase the “out of China” plan to find out the lower cost, stable labour and no US import tax country or city to continue their operation to survive. 
Non-single country development
During the China and US trade war, both parties still find out the win-win solution but the industry start to prepare the feasibility study about out of China plan or the operation move away.  Southeast Asia countries is our first choice.

In ABC company, we already make the decision for out of China plan.  They select Vietnam is for their trial-run of their move Westwood plan.   What they select Vietnam?  First of all,  The country area is 329k km^2 and next with Guangx, China.  The distance between Guangxi, China and Hanoi, Vietnam is 150 km.  The travel time is less than 2 hours.  The natural disaster is floods and tropical storms, similar with Hong Kong.  Secondly, the population of Vietnam is 90 millions and working population is around 57 millions (63%) and average age is below 40 years old.  It can provide the steady working force for production with lower wages with China.  The major population area is in south and north area.  South is H Chi Minh City and North is Hanoi which also is the capital of Vietnam.  Around 10% Vietnamese can speak in Chinese (Mandarin, Taiwanese and Cantonese) because they work in Taiwan several year and live in Hong Kong by refugee period.  The religion of Vietnamese is Buddhism, Catholicism and Hoahaoism.  However, the logistics network and supply chain is under development.  If should be extra 1-2 weeks for ship out to Europe or United States.  During most factory is moving to Vietnam and close with China, the supply chain should be rapid build up.  
The following is the comparison with Southeast Asia countries per our study:

	
	Vietnam
	Thailand
	Malaysia
	Indonesia

	Distance from Dongguan 
	Close
	Far
	Farther
	Farthest

	Population
	~90M
	~60M
	~30M
	~264M

	Country area
	~329K km^2
	~513K km^2
	~330K km^2
	~1904K km^2

	Average Monthly Salary (USD/month)
	~300
	~530
	~530
	~300

	Political and economic stability
	Steady
	Unsteady
	Steady
	Unsteady

	Worker stability
	Steady
	Steady
	Steady
	Unsteady

	Religion
	Buddhism,

Catholicism,

Hoahaoism
	Buddhism
	Islam, Buddhism,

Hinduism,

Christianity
	Islam, Christianity, Catholicism



	Natural disaster
	Floods, tropical storms
	Floods, tropical storms, earthquakes
	Flood
	Tsunamis, earthquakes, volcanic eruptions, floods

	Major problems in factory operation
	Frequent labor strikes & lower productivity
	Political instability
	Harder to get workers
	Frequent labor strikes & safety issues

	Supply chain
	Developing
	Mature
	Mature
	Developing


About this feasibility study of four southeast Asia counties, ABC company select Vietnam for the first production of move out China. 
Aims and objectives 

Direct cost
Actually, customer would not like to effort the extra cost by this business case.  Therefore, we should find out the solution that at least absorbs this cost rising by our actions or methods.  Also, Vietnam’s sourcing is one of the solutions to reduce the cost pressure.  If can’t, we should reduce our profit margin for our business surviving.  Finally, we may lose the business.
Supporting & administration staff ratio
In addition, our company is developed in green printing.  This equipment can replace some labour jobs, operation stable and improve the efficiency.  Therefore, the direct labour is reduced.  In addition, Vietnam is developing their mainland city.  The job opportunity is more in mainland city.  Therefore, the manpower pressure may be solved but it create another problem.  It is the people management by green printing industry in Vietnam.  

However, the workflow is not improved in parallel so our company’s supporting and administration staff ratio is really high.  It is one of the critical problem need to settle.  In world-class factory, this ratio is between 22 to 25% but our company is 31% (over around 10% with world-class factory).

Therefore, my objective of this report is review the people management of production moving to Vietnam and how to control and overcome this issues.
If ABC company can achieve this goal, we can survive in the market and may be more business by this competition strategy.
SWOT analysis
Based on our review of different topic on this proposal, we should to use SWOT for our analysis:

	S (Strength):

· Over 30 years paper and toy product experiences

· High speed printing equipment

· Strong supplier network

· Strong cooperative partnership with customer

· Strong training program and talent development
· Young and stable workforce

	W (Weakness):

·  Language barrier
· Limited number of qualified local supplier
· Lack of skilful workers
· Inadequate infrastructure
· Currency fluctuation 


	O (Opportunities):

· Solve the tariff incentive issue
· Cost competition compared with other printing factory

· Customer driven
· Lower labour cost and favourable demographic
· Explore new business opportunities

	T (Threats):

· Culture different
· Weak on electric supply
· Uncertain of joint venture with local company 
· Weak on risk control in product development and production




SWOT is a strategic planning to help the organization identify strengths, weaknesses, opportunities and threats of this project.  It is clear and easily to understand what is the status at now for organization to well develop for their needs.  

Based on this analysis, I would like to discuss the topics as culture, build effectiveness team, motivation and leadership for people management plan for this factory operation expending plan.   
Culture really matters
People are affected by their cultures and experiences.  When I start to work in China on 2001, it is my first job and need to stay in Panyu, China for working.  One voice in me said that people are the same all over in China, similar not only in physical features bust also in cognition and emotion.  But another voice reminded me that people in different countries are often placed within different cultures that affect  perceptions, expectations, cognition and emotions.  Secondly,  it is the live style.  In Hong Kong, most people wake up later and the eating time is also late.  Sometimes will eat in mid-night.  In China, most people wake up early and eating time is also early.  In my precious job, lunch time is at noon and dinner is on 18:00.  We also need to fine tune our living style and culture when I worked in China.

In addition, China government always control the media and block some may be affected China stable message.  The Chinese local guys don’t easily to receive the worldwide message.  Therefore, their thinking or mindset of worldwide is different with us.  They most like is more purity.  That why we can share the worldwide message and knowledge to local guys and our company staffs.  During this reason, I have married with Chinese local lady and live in China more than ten years.  However, I also need to overcome the culture and live style different.

China –Vietnam relation

In the beginning, China and Vietnam did not exist as identifiable states though both were locations of Stone and Bronze Age cultures.  The China civilization lived the area of the Yellow River and Vietnam civilization lived close with Red River.  In 221B.C., Vietnam is part of China by Qin Shi Huangdi who named himself “Qin the First Sovereign Emperor”.  Chinese soldiers and fugitives migrated into northern Vietnam from Central China on this times, and introduced Chinese influences into Vietnamese culture.  The Chinese prefect of Jiaozhi Shi Xie ruled Vietnam as an autonomous warlord and was posthumously deified by later Vietnamese Emperors. Shi Xie was the leader of the elite ruling class of Han Chinese families who immigrated to Vietnam and played a major role in developing Vietnam's culture.  It is the first touching on Chinese culture in this stage.
After Vietnam regained independence, a series of war between China and Vietnam occurred, which the Vietnamese, at its peak, invaded China once during the Lý–Song War which the Lý Army raided into China and even occupied what would be Guangxi and Guangdong in modern days' China. This would be the major factor for the later conflict between China and Vietnam.
In 1884, during the time of Vietnam's Nguyễn Dynasty, Qing dynasty and France fought a war which ended in a Chinese defeat. The resulting Treaty of Tientsin recognized French dominance over Vietnam and Indochina, spelling the end of formal Chinese influence on Vietnam, and the beginning of Vietnam's French colonial period.
In World War II, China and Vietnam are facing by Imperial Japan.  At this moment, some Guangxi civilization are married Vietnamese women.  Therefore, their children could speak both languages and they worked as agent for the revolutionaries, spreading revolutionary ideologies across borders.  It speed up the culture mixed by this generation.  That why culture of Vietnam is very similar with China.  For the public holiday, China and Vietnam are also Lunar new year and Mid-autumn festival.  They also have traditional for moon cake and red pocket money in these festival.
When we start to move the operation to Vietnam, we should understand the culture and sense of worth of Vietnam.  China and Vietnam is also socialism policy and communist regime.  On the other hand, Vietnam government also follow China policy.  Therefore, the Chinese can easily involve to work in Vietnam but the language barrier.  Therefore, the bi-language civilization can help us for language translation.   We have employee some bi-language staff firstly.   

Building effectiveness team
Team effectiveness is that a team has to accomplish the goals or objectives by senior management or organization.  This team is a collection of individuals who are interdependent in their tasks, share responsibility for outcomes, and view themselves as a unit embedded in an institutional or organizational system which operates within the established boundaries of that system.  Teams and groups have established a synonymous relationship within the confines of processes and research relating to their effectiveness while still maintaining their independence as two separate units, as groups and their members are independent of each other's role, skill, knowledge or purpose versus teams and their members, who are interdependent upon each other's role, skill, knowledge and purpose.
In this case, how to select the effective team?
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According this team hierarchy, we can separate 3 layers of each organization.  The upper management is the senior and small size team.  Most likely they are the leaders of the organization.  They prepare the long term goals, visions and core value, innovation, inspiration , recognition and empowerment.  They are the ‘brain’ of the organization.  The middle management is the manager such as department manager or functional manager.  Their main function is do things right.  Their task and practical are well planning, good analyzing, budgeting, monitoring, evaluating and organizing.  They are strong for to work with, understand and motivate team members in group.  They have be critical ideas and thinking to achieve the top management requirement or organization goal.  The last one is the lower-level manager which is the frontline staff.  They are the higher technical skills which is ability to apply specialized knowledge or expertise.  They are the highest implementation force to settle the issues.  In addition, they are should be younger manager who have a power to overcome the difficult.

In Vietnam operation, we should set-up a effective team for operation.  Therefore, we should arrange a middle level manager for the head of Vietnam operation.  We are called be Project and Manufacturing Manager (PMM) to handle this operation.  Then we also arrange some frontline staff to support PMM for operation.


[image: image8]
Planned organization chart for Vietnam operation
During our main operation in China, we should find the local strategy partner to joint venture of this new company.   In Vietnam operation, we should set-up a effective team for operation.  Therefore, we should arrange a middle level manager for the head of Vietnam operation.  We are called be Project and Manufacturing Manager (PMM) to handle this operation.  Then we also arrange some frontline staff to support PMM for operation.  Joint venture is an organizational arrangement involving a multi-national corporations and local parent.  The local parent can be a Vietnamese national, a group of Vietnamese national or a Vietnamese company.  Each parent owns a portion of the equity and consistent on joint venture, no parent holds more than 90% of the equity.  Each parties should be control to the process through which a parent company assures that the way a joint venture is managed conforms to its own interests.    
Conceptual and operational approaches to parent control and joint venture success

	Concepts
	Parent control
	Joint venture success

	Conceptual approaches
	· Absolute control

· Amount of control

· Exercise of authority

· Involvement and command

· Influence over behaviour
	

	Operational measures
	· Ownership

· Contract

· Locus of decision-making

· Staffing
	-Financial measures concept of joint venture

- Management judgment


Finally, we work with a local Vietnam company (LVC) for joint venture.  The local company will handle the administration level, staff, factory site and work with government and ABC company for investment and technology and technical support.
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Organization chart with joint venture
Planning number of staffs
	Machine
	No. of machine
	Operator
	Technician
	Workers

	5-color press machine
	1
	1
	1
	1

	5-color press machine
	1
	
	2
	1

	Die-cut machine
	4
	2
	
	6

	Foil machine
	4
	2
	
	6

	Flitter equipment
	2
	2
	
	8

	Spot UV equipment
	1
	1
	
	2

	Laser machine
	1
	1
	
	

	Rolling machine
	1
	1
	
	1

	Cutting machine
	1
	
	1
	1

	Computer to press equipment
	1
	1
	
	1

	Plotter
	3
	1
	
	

	Jigsaw machine
	1
	1
	
	

	Die-cut bending machine
	3
	3
	
	

	Silkscreen equipment
	1
	1
	
	

	Assembly
	
	
	
	250

	　Sub- total workers:
	
	17
	4
	277

	
	
	
	
	

	Indirect staffs:
	
	
	
	

	PMM
	
	1
	
	

	Engineers
	
	2
	
	

	Planning Control
	
	2
	
	

	Administration 
	
	4
	
	

	Purchaser
	
	2
	
	

	Quality Control
	
	8
	
	

	Total staffs:
	Total:
	36
	4
	277


In this plan, total staff need 320 staffs.  ABC company need arrange 25 staffs, others is arranged by LVC.
Skill/ Will Matrix

[image: image10.png]- . =
=skill+will + matrix

asoun & £ - © || S crossaultural...| 1) google_360. Skill/ Will Maw.| G skill wil m.. > | [Z] Skl Wil Mat.

G https google.com.hk/sar

i £ sEtsmanan)g B Tur-REsEy O RemEEE

3
| mw @Y
s

will

Direct Excite

e S| e
wil

Primary Goals

ik st e b o e e ey Skill Will Matrix Dan Spira
ik about the membersof your team. Whare ar they n his
kil WAl Matrix oy Can you realistcally move peaple from bottom left to top

e Wihatchallenges Go peopl n the o et and ottom nght

ose?

Lowsils

Highly Skiled
Highly Motiated

Highly Motivated

Low sk

Hghly illed
Low Motvation

Low Mothation

kil Matrix Data Entry Sheet (1)

al ) g
2019317 2898 ||




According by Skill/ Will matrix, we can separate four types people in a organization.  We can use this matrix to identify which types staffs is suitable for Vietnam plant.

Highly Skilled/ Highly Motivation – The skilled worker is looking for more opportunities to grow and develop.  It should be top management in organization.  It should be suitable for this site.   
Low Skilled/ Highly Motivation – The enthusiastic beginner who is new to a particular task, project or role.  This staff have good guiding and coaching to follow senior management level.  Therefore, the PMM post should be this types staff.  This type staff is go follower and strong implementation of organization needs.  In addition, ABC company need to arrange this type staff to Vietnam.

Highly Skilled/ Low Motivation – It should be expert type staff but this type staff is not suitable for this new site.  

Low Skilled/ Low Motivation – It could be a beginner to a task, project or role.  In addition, it should be direct labour.  The direct labour should employee in Vietnam.  In addition, fresh graduation degree also need to consider for next generation.  The company need to prepare the on-job training for short term and off-job training for long term to build up the higher skill or higher motivation staff for empowerment.   LEAN and Six sigma is the suitable management tools for this team before state the operation and it is the best off-job training.
LEAN management skills

After organization team is formed, we should let this team to study LEAN management skill.  The core idea is to maximize customer value while minimizing waste. Simply, lean means creating more value for customers with fewer resources.

Understands customer value and focuses its key processes to continuously increase it. The ultimate goal is to provide perfect value to the customer through a perfect value creation process that has zero waste.

Eliminating waste along entire value streams, instead of at isolated points, creates processes that need less human effort, less space, less capital, and less time to make products and services at far less costs and with much fewer defects, compared with traditional business systems.

Companies are able to respond to changing customer desires with high variety, high quality, low cost, and with very fast throughput times. Also, information management becomes much simpler and more accurate.
In the LEAN theory, we would like to use the Gemba.  Gemba walk is also so-called “Go & See”, is one important part of operational management by managers.  The Gemba walk by managers shall be done daily, even better if several times a day.  Each manager shall refer to the standard work for leaders as check list of items to be seen by workshop leaders, including managers.  This guideline highlights some questions to find out or clarify problems which every workshop manager shall do when going through the Gemba Walk.

Therefore, we should implement the LEAN to take the quick-win solution to eliminate the waste and reduce the non-valued added area to improve our company. 
We also use the LEAN concept to prepare the production cell of this site layout.
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 Site layout
Six-sigma

Six-sigma is a disciplined, data-driven approach and methodology for eliminating defects (driving toward 6σ in any process – from manufacturing to transactional and from product to service.
The statistical representation of 6σ describes quantitatively how a process is performing.   To achieve Six Sigma,  a 
process must not produce more than 3.4 defects per million opportunities. A Six Sigma defect is defined as anything outside of customer specifications. A Six Sigma opportunity is then the total quantity of chances for a defect. 

Six Sigma methodologies is the implementation of a measurement-based strategy that focuses on process improvement and variation reduction through the application of Six Sigma improvement projects. This is DMAIC process (Define, Measure, Analyze, Improve, and Control) is an improvement system for existing processes falling below specification and looking for incremental improvement. It can also be employed if a current process requires more than just incremental improvement.  

Since then, thousands of companies around the world have discovered the far reaching benefits of Six Sigma.  Many frameworks exist for implementing the Six Sigma methodology. It is implementing Six Sigma quality, based on the similar change management philosophies and applications of tools.

We should select the company critical process to improve.  The critical process should be printing process.  We should use six sigma to protect our printing output to make sure the output rate and efficiency.
Negotiating
Negotiating is the system of “give and take”, it is the compromise and agrees a way forward.  Also, it is the good way to resolving conflict.  In addition, it can arrange or settle by discussion and mutual agreement and confer with another or others in order to come to terms or reach an agreement.

Usually, we follow the negotiation clock face rule to prepare our action and deal with the our working team.
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Negotiation Clock Face

There are eight action segments shown in this clock face: 
1. Bartering
2. Bidding the quotation firstly

3. Hard bargain the best price

4. Dealing by the best price

5.  Concession trading
6. Come out the win-win solution

7. Partnerships join problem solving to get the best response and low cost solution

8. Good relationship will build up

Conducting these negotiation skills would consolidate the relationship in our team, also, both parties could eventually enjoy the benefit via the cooperation. 

Motivation
Motivation is the process or method for the employee’ intensity, direction and persistence of effect to self-achieve the goal by organization.  Motivation have continuous and discontinuous factor.   In most manufacturing factory, most motivation method is rely on money or benefit.  Actually, it is the very efficiency to attract the people increase their output or achieve easily.  However, it is the short term method and discontinuous factor because we can’t provide the ‘money’ for long times to increase their efficiency and the workforce increasing is also the limitation.
Common-sense explanation of motivation phenomena generally consist of verbally linking a given activity with one or another of certain states or events that are culturally recognized as goals or desirable outcomes.  During the employee have different feelings whey they achieve their goals and when they don’t.  Their reaction are both predictable and important in understanding human behaviour.  Therefore, we would take some assumption:

1. People have many conscious often complex and competing goals

2. Most behaviour is consciously goal directed

3. People have affective reactions to the outcomes they obtain as a result of their behaviour
Motivation in work organization
Most employee work in organization at one time or another during their lives, many people spend half their working time in our organization.  Therefore, it is very important and challenging place in which to study human motivation.

The following is the major characteristics of motivation:

1. Money is the King and an important role.  Money or benefit can attract the people to pay more in work organization.

2. Some type of hierarchy exists.  The structure of most work organization are characterized by superior relationship.

3. People are given assigned tasks to perform. It should be project leader or functional manager.  Most likely the potential employee will pay more effort and attention to achieve the goal to perform their value.

Motivation Formula

I would like to use the formula to present the performance of motivation.

Performance = f (Ability x Motivation)

where Ability = f (Aptitude x (Training + Experience))
Performance is related by ability and motivation and ability is also came from training and related experience.  Therefore, we should to prepare each factor to let the team to provide the outstanding performance. 
Motivation action

Before prepare the motivation plan, we should understand and re-align the job and duty of each position and department.   I would like to use identify clearly of each functional department, position and level because the employee can understand their job content and role.  If they understanding, we can form some kaizen team for shop floor improvement.  Kaizen is the Japanese work which meaning is improvement.   In LEAN theory, Kaizen refer to activities that continuously improve all function and involve all employees from top to down.

Standardize work

Standardization work is an agreed-upon set of work procedures that establishes the best method and sequence for each process and department.  It will create an efficient workflow sequence to minimize variations in work procedures, establishes the “best” practices to maintain, provide for ease of training and cross-training and help employees to meet customer demand.

Standard operating process (SOP) is designed for standardization of operating process.  It is included the standard time, proceed step and quality requirement.  If we set the SOP for each process (specially for production assembly process), it can standardize the efficiency rate and quality.  Then we can improve and start to motivate by this step.  If the employee can achieve or high than this standard, ABC company provide the bonus to attract the employee to higher performance.  It can be win-win situation.   

That why we should prepare the standard work and provide to related training to build up and maintain the good performance (quality and efficiency ) firstly. 
Training

Training is teaching, or developing in oneself or others, any skills and knowledge that relate to specific useful competencies.  Training has specific goals of improving one's capability, capacity, productivity and performance.  It forms the core of apprenticeships and provides the backbone of content at institutes of technology (also known as technical colleges or polytechnics).  In addition to the basic training required for a trade, occupation or profession, observers of the labor-market recognize as of 2008[update] the need to continue training beyond initial qualifications: to maintain, upgrade and update skills throughout working life. People within many professions and occupations may refer to this sort of training as professional development.
Basic improvement unit

Basic improvement unit (BIU) is the kaizen team.  For shop floor machine, this team should be included production operator, quality check, engineer and planner.  Let this team to improve the machine performance such as run faster, lower scrap rate, higher  quality, quicker check over time by their motivation.  It can be formed in shop floor, office function or functional team.  The team should set the goal to achieve and design the rule how to share the bonus from higher performance.  The “money” is the most important to attract the employees to think more to create great or smart idea by their self-motivation.  The team can share the benefit.  If the team can make out standard, you should be aptitude by motivation.  It is similar the quality circle or PDCA method to drive to improve. 
Plan-Do-Check-Act (PDCA) action, it is an iterative four-step management method used in business for the control and continuous improvement of processes and products. It is the currency with Lean Manufacturing literature.
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We should be fine-tune the workflow and plan in this phase and keep on-going to improve.  The improvement should be never ending.  In addition, we hope this new workflow can achieve our target.
Talent development plan

Talent is the one of the critical asset in organization.  They can create the value and keep continue improvement their working organization.  Therefore, we find out the Higher will or motivated staffs in our organization for talent development plan.  Each Higher will or motivated staffs should be designed in their own needs or future focusing development area.  For example, outstanding frontline manager should be designed his / her plan to build up middle level manager.  Also, top management level also need to develop second ladder people to fill in let each hierarchy have well development.  This Higher will or motivated staffs can be the communication channel for both hierarchy peoples.  In addition, they also bring the new idea or their own hierarchy voice into higher hierarchy level.  Therefore, it can drive each level can boost up their efficiency and outcomes.  In addition, empowerment is also need of this target development talent because we can act or take the right from higher position to let them understand each position right and responsibility.  Empowerment is the process of enabling or authorizing an individual to think, behave, take action and control work and decision making in autonomous ways.  That why the clear role of job and duty document is necessary for talent development plan.  The document can let employees can understand their target and their own needs and will between different level position.           
Leadership
Leader is someone who can influence others and who has managerial authority.  Ideally, all managers should be leaders.  Leadership is the ability to influence, motivate and enable others to contribute toward the effectiveness of the organizations and the process of influencing.

Leadership operates and drive in group to achieve the goals.  Leadership is about the directing a group of people towards the accomplishment of a task or the reaching of an endpoint through various ethical means.  Leadership means that visionary leaders work with their followers to achieve objectives that they all share.  The Leaders must posses far-sighted vision, detailed action plans, macro-thinking and a global outlook.   The followers can coalesce around is different but worth and effort.  The following is the leadership skills:
1. Vision

2. Contribution

3. Responsibility
4. Motivation

5. Mentor

6. Ethic

7. Influence

8. Teamwork

9. Communication

10. Decision

11. Support

12. Management
Leadership and Power

Power is related to leadership but it is different because it is integral part of the ability to influence others.  Power can come from position power and personal power.  Position power comes from their own position and authorization of organization.  Personal power is the capacity to influence that comes from being viewed as knowledgeable likable by followers.  It is the power that derives from the interpersonal relationships that leaders develop with follower.  It is the soft skill to manage their team and well connect each teammate, team or shareholders.  PMM need to use his or her personal power to mange and handle the joint venture organization.

Seven habits

Seven habits is very useful and powerful tools in personal change and make up their own leadership to lead the team to achieve the organization goal.  The seven habits are included independence, interdependence and continual improvement.

Independence








1. Be proactive

2. Begin with the end in mind

3. Put first things first









Interdependence

4. Think win-win

5. Seek first to understand, then to be understood

6. Synergize
Continual improvement

7. Sharpen the saw 

Based on this 7 habits theory, we can develop the team training to train the department potential leaders and PMM.

For habit 1, it is proactive. Change our owe mindset to be proactive.  We should be see and find out alternatives in our facing problem, not find the excite to explain the roadblocks.  In addition, we should be ready for choose and are responsible for my choices.

For habit 2, it is vision change. We need to begin wit the end in mind.  We should define the practical outcomes and metal creation precedes physical creation.  We should not think forward to goal.  We should be based on the goal to think how to achieve.  If you do that, you should be higher vision to prepare the job and more easily success.

For habit 3, it is integrity and execution.  First one, we should use 80/20 rule to focus on our jobs.  We need focus on the important things, not just settle the urgent things.  It can be effectiveness requires the integrity to act on your priorities.  Well weekly planning and daily review and fine tune to achieve the goal is necessary.
For habit 4, it is mutual benefit.  We should prepare and design the win-win solution to let both parties happy.  Next we should build up the trust with co-workers.  The effective long-term  relationships require mutual respect and mutual benefit.

For habit 5, it is mutual understood.  We should improve the communication gap and make it effectively.  In addition, we should understand each others by practice empathic listening firstly.  The attitude should be honest and positive feedback.

For habit 6, it is creative cooperation.  The synergize to arrive at new and better alternative and whole is greater than the sum of its parts.
For habit 7, it is continue improvement.  Improvement is never ending.  We should maintain and increase effectiveness.  We must improve ourselves in body, heart, mind and soul.  The LEAN concept and six sigma concept also can drive to improvement by themselves.

Conclusion
In conclusion, we review the people management method in different area to suggest ABC company and LVC company need to prepare and review area.  SWOT analysis, Build effectiveness team, Motivation and Leadership is designed for ABC company to overcome people management in single country risk issue.
During the China and US trade war, it can China industry need to escape from China and expending their operation outside from China.  If don’t move out of China, the organisation or industry face to different to survive their business.  Although the China and US are on-hold next tariff increasing, the China company also face the labour shortage, higher benefits and cost increasing issue.  Therefore, we also need to study out of China plan.  
Green printing is high technology and automation method to reduce the labour for operation.  However, the cost keep increasing, more short run order, shorted lead-time, etc.  It the company involve all green printing equipment is extreme high investment.  Therefore, most companies can’t 100% to update their equipment.  They still need to look lower cost country or method to survive.

For this people management approach, it can help ABC printing industry to solve their people management issue.  Given the analysis and idea in people management method by expending the operation out of China.  For my working experience, I am working on different industries such as plastics toy, fabric toy, electrical toy and consumer product in China.  These industries also face similar business cases by trade war and uncertainty business environment.  Therefore, I believe that this people management approach also can help single country risk operation and expending their operation to another country.

Finally, I should say thank you to UWTSD and HKMA because they prepare this program for us can enrich my management skills, wider strategy skills and project management skills.  Also, I can use my learning from UWTSD to improve ABC group company.

I hope ABC group, UWTSE and HKMA can more success in future.
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