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Founded in 1979, Benchmark Electronics is a publicly traded 
company that is currently headquartered in Tempe, Arizona. The 
company is a leading global provider of integrated design and 
manufacturing services. According to the most recent annual report 
that was published in 2019, Benchmark Electronics generated 
over $2,265,000 in annual revenues (in thousands). As of 2020, the 
company’s workforce exceeded 20, 000 employees worldwide.

Part I: Benchmark Electronics (BHE)
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1.1 Timelines

1979 Benchmark Electronics was Founded

1986 Initially A Subsidiary of Intermedics, A Medical Implant 
Manufacturer, Benchmark Was Sold to Electronic  
Investors Corporation

1990 The Company Made An IPO

2007 Benchmark Electronics Acquired Pemstar Inc, A  
Contract Manufacturer

2010 Smaller Than Rivals, Including Flextronics And Foxconn, 
Benchmark Begins to Move Away from Traditional, 
Computing-Related EMS Products To More-Profitable Ones 
Like Medical Devices

2011 Founder and Chairman Cary Fu Promoted Gayla Delly To CEO 
In December 2011.

2016 Benchmark Named Paul J. Tufano President and Chief 
Executive Officer, Effective Immediately.

2019 Tufano stepped down from His Position as President and CEO 
Is Replaced by Jeff Benck

2019 Benchmark Ranked as the 18th Largest EMS/ODM Company 
Worldwide in The Circuits Assembly Top 50

2020 In June 2020, The Company Announced Plans to Shutter Its 
Factory in Angleton, TX
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1.2 Global Operations

Being a global enterprise, Benchmark Electronics has divided its 
business operations into three main geographical segments. These 
are: the Americas, Asia, and Europe.

Currently, the company has 24 different sites located across the 
globe, and operates in the following eight countries: Mexico, the 
Netherlands, Malaysia, China, Thailand, Singapore, Romania, and 
the United States. In the United States, the company’s business 
operations are located in seven different states, including Arizona, 
Minnesota, Texas, Alabama, New Hampshire, and California.

Within the three geographical segments, Benchmark Electronics 
has provided its service to a variety of business organizations that 
operate in many different industries. The company’s key market 
segments include:

• Commercial Airspace

• Defense Industry

• Computing and Data Centers

• Telecommunication

• Complex Industrial Designs

• Medical Devices

• Semiconductor Manufacturing
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1.3. Product: Integrated Design and 
Manufacturing Services

Benchmark Electronics’ business operations have focused on 
providing their customers with high quality product that the 
company refers to as “integrated design and manufacturing 
services.” Based on their customers’ needs, Benchmark  
Electronics’ products are organized into three principal areas: 

• Manufacturing and assembly operations, including printed  
circuit boards assemblies and subsystem assembly, box build  
and systems integration

• Precision technology manufacturing, which include precision 
machining, metal joining, assembly and functional testing, and 
specialized engineering services

• Specialized engineering services (e.g., product design, printed 
circuit board layout, prototyping, automation and test development)
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1.4. Benchmark Precision  
Technologies (BPT)

In California, in the Bay Area, Benchmark Electronics has maintained 
four different facilities. These four sites are called Benchmark Precision 
Technologies (BPT).

In the Bay Area, BPT specializes in the delivery of industry-leading, high-
precision, and critical tolerance metal fabrication and assembly. More 
precisely, these business solutions provided by the company include the 
most complex, metal projects that allow customers to address flatness 
requirements, parallelism, as well as parts that must hold Ultra  
High vacuum and molecular level cleanliness. Among the company’s 
local customers are the following companies: Applied Materials,  
Lam Research, Johnson and Johnson, ASML, ASM, Sun Microsystems, 
Medtronic, EMC Corporation, iRobot, and Silicon Graphics.
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1.5. Quality of Human Capital

BPT has been able to provide this high quality of service to its 
customers due to highly qualified workforce. Consequently, 
maintaining high quality of human capital has become the company’s 
key priority – the company’s employees must be able to design and 
deliver high-precision solutions to customers that operate in the most 
demanding and highly regulated industries such as aerospace and 
defense, medical, and semiconductor capital equipment.

To sustain its ability to provide highly specialized services to its 
customers, BPT must rely on high quality of human capital – critical 
skills, knowledge, and abilities of its employees. However, similarly 
to all companies that are located in the Bay Area, so-called Silicon 
Valley Culture has made a tremendous impact on the BPT’s ability 
to attract and retain top talent that the company needs to sustain its 
successful business operations.
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1.6. Silicon Valley Culture (SVC)

The term “Silicon Valley” was coined, according to most histories, 
in the early 1970’s. During the last few decades, this geographical 
region, surrounding the Bay Area in California, has experienced 
unprecedented levels of growth, and is home to hundreds of big 
and small companies, as well as start-ups in such industries as 
information technology, computer and electronic devices, and 
biotechnology.

A distinctive type of culture in Silicon Valley was quickly identified, 
and, subsequently, has been extensively studied. One of the most 
influential researchers of SVC, Berkeley Professor, AnnaLee 
Saxenian (1996; 1991) , recognized some distinctive features of 
this very strong culture. Among the key features are casual work 
environments, heavy reliance on stock options for increasing 
employee motivation, high job mobility, as well as low levels of 
employee identification with their employers, which, overall, 
increases levels of employee dysfunctional turnover.

Another critical and distinctive feature of the Silicon Valley Culture, 
is a high degree of isomorphic pressure. This isomorphic pressure 
practically means that local companies are forced to mimic (imitate) 
new managerial practices that have been offered to employees by 
their competitors. To illustrate, when Google provides free food, 
free dry-cleaning service, or free haircuts to their workers, such 
practices become quickly accepted as a new industry standard in the 
area, thus forcing smaller companies to offer similar perks to their 
employees. When a company refuses, most likely, its employees will 
start looking for new employment opportunities at companies that 
decided to comply with this new standard.
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2.1. High Turnover of Engineers  
and Machinists

Currently, Benchmarks Precision Technology Concord location 
employs approximately 300 workers. This includes 160 machinists 
(hourly employees), 42 engineers (salaried employees), eight line 
managers, and two employees in the human resource department.

The site operates 24 hours a day, 7 days a week, using the following 4 
shift system:

• Monday through Thursday (10-hour shifts)

• Friday through Sunday (12-hour shifts)

Hourly employees can take advantage of overtime on an average of 
10–25% (4–16 hours) hours per week.

The primary supported industry, Semiconductor Capital Equipment is 
cyclical. This means that over an average of 3 to 4 years, much of the 
demand slows and many of the engineers and machinists leave the 
company at the end of the industry cycle.

It should be also noted, that in the past, the company has 
implemented multiple Reduction in Force (layoffs) during the 
economic slowdowns. These past RIF programs affected both 
engineers and mechanists.

Part II: Talent Turnover at 
Benchmark Precision Technologies
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2.2 Turnover After Training

BPT has developed a college recruiting program, currently working 
with six local engineering colleges UC Berkley, Sacramento State, 
San Francisco Sate, Ohlone College, Diablo Valley College, Chico 
State, San Luis Obispo, San Francisco City College to recruit junior 
engineers. The company also developed partnerships with other local 
organizations, sharing qualified machinists across organizations.

Based on customers’ specifications, the product design process 
is highly detailed, customized, and requires a lot of precision. 
Consequently, during the selection process, the company seeks to 
hire such candidates who possess highly specific skills, knowledge, 
and abilities.

Moreover, the company also invested a lot of resources into 
developing training programs that aim to advance such necessary 
skills and abilities. The training programs are costly and time 
consuming. Unfortunately, upon completing the training program, 
many newly trained employees decide to leave the company for 
companies that offer higher compensation.

2.3 Turnover for Better Compensation

BPT’s compensation is currently at benchmark within the industry. 
This means that the company’s objective is to pay at the level of 
average salaries in the industry. Unfortunately, the company does not 
have enough financial resources to compete with the perks offered by 
local companies such as Google or Apple.
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2.4 Low Morale within the Culture

Although the company cannot pay above the industry’s benchmark, 
individual managers have put a lot of effort into recognizing their 
individual employees (e.g., buying free lunches, donuts, gift cards). 
However, the company has not yet created any formalized employee 
recognition programs. The data that managers received from the 
employee exit interviews reveal a problem with employee morale at 
this site.

2.5 Need for Continuous  
Improvement and an ability to  
quickly ramp production.

One of the most significant impacts of the loss of employees during 
the slowdowns is BPTs inability to tackle and close on large scale 
Continuous Improvement Projects. Examples include relocating 
large scale CNC equipment, updating and improving manufacturing 
and business processes, and streamlining administrative load. 
In addition, as the slowdowns recede there is a dramatic call for 
increased production which is heavily dependent on experienced 
talent. Top notch machinists and precision assemblers must be in 
place to ramp quickly. Finding and attracting such staff on short 
notice (within 3–6 months) is extremely challenging and distracts 
from the larger efforts of the company during ramps.
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I. The environmental analysis – based on available data:
a.  Analyze Silicon Valley Culture (SVC) and assess the culture’s impact on 

business operations and managerial practices in the companies located 
in the Bay Area.

b.  Analyze the current labor market conditions in the Bay Area and assess 
their impact on sourcing and retaining the quality of talent (human 
capital) by the companies located in the area.

c.  Analyze and benchmark compensation in the area.

II. Based on published research, identify the key factors that, 
according to such research findings:

d. Should be used to improve a company’s recruiting strategy.

e. Should be used to improve a company’s selection process.

f.  Should be used to improve low employee morale and  
improved culture.

g.  Can contribute to the problem of dysfunctional employee turnover.

III. Based on your analysis, present your recommendations 
pertaining to:

h.  The BPT’s new recruiting (employment branding) strategy that will 
increase a pool of qualified candidates applying for jobs at BPT.

i.  Process of selection that will produce the necessary quality of human 
capital (knowledge, skills, abilities) that the company needs to provide 
its superior services to customers.

j. Developing and implementing a multifaceted retention strategy.

k.  Non-monetary rewards and perks that can assist in  
compensation packages.

l.  Performance management system that could result in monitoring 
and increasing employee individual performance, engagement, and 
will result in creating developmental opportunities for high potential 
employees.

m.  Organizational and managerial practices, including the use of metrics 
and KPI’s that could increase employee morale, motivation, and 
organizational identification, and thus, will reduce the problem of 
dysfunctional turnover at the company’s site located in the  
Bay Area.

Part III: Questions
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Case Contributors

Radoslaw Nowak

NYIT School of Management 
rnowak@nyit.edu 

Stacey Baez

NYIT School of Management 
sbaez@nyit.edu 

Gregory King

Benchmark Electronics 
gregory.king@bench.com
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