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Leadership Case Studies 

The Power of Organizational Alignment & Leadership

Example 1: Strategy & Leadership Challenge at Franke Kitchen Systems – Luxury Product Group 
The organization was frustrated, sales and profit were declining, the organization lacked understanding of strategy and organizational priorities were not aligned with customers.

Actions:

Immediately after being appointed General Manager I embarked on a multi-faceted approach to getting the organization focused on the market and customer and becoming an organization focused on Excellence in everything we did. 
This started with building a team. The first step was bi-monthly all employee meetings where I presented our strategy, a business update and outlined specific goals and our progress against them. This was always followed by a Q&A that allowed the team from all levels of the organization to ask questions. This openness and willingness to address the tough and sometimes awkward question was the first step in tearing down barriers and rebuilding a coordinated team!
This was followed by some organizational alignment changes that allowed me to personally get closer to the customer and the organization to become more integrated and customer focused. The three biggest changes were:

1. The VP Sales position was eliminated to flatten the organization and allowing the three Regional Managers to report directly to me. 

2. The Sales Administration and Customer Service departments were merged into one department with the manager reporting directly to me.

3. A dedicated Warehouse/Shipping manager was hired within a shared services facility to create a focus and clear accountability to the Luxury customer.

These three organizational adjustments combined with the quarterly communication meetings created both more focus but also sent a clear message to the organization that the leadership actions were consistent with its words in being focused on the organization.  These are often overused management words but Actions and Words MUST be aligned or the organization will not trust leadership.
Results:

A dramatic improvement in cross department communication and coordination was evident almost immediately. This created the desired outcome of an improved moral and work ethic within the organization that resulted in the following:
· 8% Sales growth in first year in a market that was down 20%

· Ebit growth exceeding 400%

· GM growth of 5% from aggressive new product development and pricing strategy
· A doubling of ROA

· 20% Inventory reduction while improving service levels

_______________________________________________________________
Example 2: A historically poor performing business in difficult Union environment is turnaround at GE Appliances 

As the first marketer to ever be appointed as product manager (matrix GM) for GE appliance I relied on my core beliefs to drive dramatic change. It is my belief that people want to understand why they are being asked to do something and they want to help people that they trust and that they believe will help them. 
When I took over this business it was losing money and the factory was not customer focused. The first thing I did was assemble a cross functional leadership team to discuss my observations as a former sales/marketing manager trying to sell this plants products. What was most revealing to me was how open and willing to listen this group was. I quickly learned the power of sharing and good communication. Previous leaders of this group were not able to explain the challenges as they were always engineers tasked with reducing cost and had no practical knowledge of the market and customers. 

We took the lessons learned in this leadership team and I as the leader took this message to the factory floor. I was able to draw on my upbringing with a union president father and began to break down some barriers with the rank and file. This did not happen over night but it started with weekly walks through the factory to simply talk to the workers and begin to develop a trust and familiarity that had not previously existed. The break through however came when I signed to play on the plants basketball team and not the management basketball team in the company basketball league. To me this was obvious but the response I got from others was quite shocking. I was the first and only “manager” that signed on to do this. Initially I was looked at suspiciously by the team but after a few successful contributions on the basketball court in our Sunday games combined with my weekly tour of the shop floor I was now truly one of the team, not a management suit. Word spread quickly on the shop floor of my involvement and that I was a regular guy not a “suit” like the others from the past. 

Results:

The results were remarkable. After two years we turned this product line to profitability for the first time in over ten years. We convinced Jack Welch to invest $10 million in new tooling for a new feature that improved sales and margins. I am certain that my approach to this group from a communication and leadership stand point was the keystone that broke the ice and rallied the team to get them to work together and with me to help them secure their jobs, reduce cost, improve efficiency and grow the top line all resulting in a profit for the company. 

This early leadership experience became a defining moment for me as a leader and I use these techniques and philosophy everywhere I go and it has had similar results.

Organizational Alignment & Leadership Summary:

It is my belief that companies have become increasingly internally focused and this has created a “save our way” to results vs. a results through “growth” approach that I believe is backwards if long term viability is the goal. Communication, culture and leadership starts at the top of the organization with the CEO or in many companies the CMO or VP marketing. I have always viewed my roll as a GM or head of marketing as having two critical roles:

1. Building and leveraging the brand for growth n the market. This is the traditional “marketing” task and function by using marketing communication tools, new products, merchandising, pricing, promotion, etc to grow a company profitably.
2. Internal brand and strategy champion. This in my opinion is the role of a leader that is often misunderstood or not appreciated. But it is my position that if the internal organization does not understand, embrace and is organized and rewarded in a way that inspires everyone to support the goals and customer it does not matter how good or creative the “traditional” marketing is because it will disappoint when the organization fails to work together.

