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Initiating change
In corporate culture and
management

Organizational development at Mercedes Benz India

“When you ask people, they say,
‘We've never experienced anything
with such openness as this.™

Roland Folger

The initial situation
MBI Mercedes Benz India has launched several unsuccess-
ful attempts to bring about reorientation and change in the
past but suffered from the acute effects of a silo mental-
ity in which the one hand had no idea what the other was
doing.

In 2015, Hanspeter Durlesser (CEQ, Coverdale India) and
Roland Folger (MD and CEQ, Mercedes Benz India) met
with the top management consisting of department heads
and the management team (LS) for an initial strategy and
team-building workshop. This laid the foundation for ongoing
cooperation between MBI and Coverdale India in support of
an extensive organizational development project in India.
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The goal

The goal of the project was to develop and implement a
viable common concept of how management and cooper-
ation should look in five years if all objectives were to be
achieved.

“Based on my prior experience in Malaysia, | knew how much

time would be needed for a process of this kind and that it's

never too early to get started,”
says Roland Folger two years later.

The following were the key objectives:

to break out of old silos and establish a more effective
network of people from different departments (Sales and
Marketing as well as Production);

to develop a common leadership concept characterized
by more empowerment and delegation and to establish a
shared feedback culture;

to achieve a common understanding of entrepreneurial
thinking and action among all employees;

to generate openness for new, innovative conceptual
approaches and gain experience in their application.

Help for self-help should be the guiding principle in the

process of establishing standard Western strategies and

approaches in an energized Asian environment. All employees

should be taken into account and involved in this process.

After a practical group exercise on the topic of empowerment, the participants
evaluate their learnings with Hanspeter Durlesser who complements these with
his consulting experience.



Coverdale

Coverdale interventions

Following the first strategy workshop for members of the
top management level, the need for long-term support from
Coverdale became evident. At first, five different coaches
accompanied the process at reqular intervals roughly four
times per year in a fixed sequence comprising consulting
for executive management, workshops for the various dif-
ferent management levels and a major event for all office
employees.

A day spent with the leadership team consisting of repre-
sentatives of executive management and department heads
and focused on the goal of developing this group as a team
and working on strategic issues was followed by a second day
spent with the full management team composed of 50 to 60
individuals. The main items on the agenda for that day were:

The management team proudly presents the vehicle they built together with
60 team members, under time pressure and with scarce resources. The vehicle
represents how the organisation can drive together into a successful future.

- review of the last project phase for the purpose of learn-
ing for the future;

- presentation and elaboration of strategic ideas and models
proposed by the leadership team;

- presentation and discussion of the results of previously
initiated projects at reqular intervals;

- specification of the next steps in the process.

This part was concluded with a day of training for all third-
and fourth-level managers. On this day, the participating
managers took advantage of the opportunity to develop and
improve their skills in the areas of empowerment, effective
delegation, dealing with change, feedback and numerous
topics from the established guideline model.

The workshop series was always followed a few days later
by an interactive town hall meeting attended by 300 to 400
employees. Consultants provided support for the first such
meeting, after which meetings were conducted by the man-
agers themselves.

This collaboration within the framework of the process
consistently generated new issues and projects on which
those involved continued to work. “The espresso that came
from these efforts," as Hanspeter Durlesser lovingly remarked.
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This gave rise to the formation of various project teams,

which worked continuously on different topics, including:

- change and the introduction of a meeting structure and a
meeting culture;

- risk analysis and approaches to dealing with crises;

- innovation as an incubator

- criteria for a successful high-performance culture

- process analysis and optimization.

The results of their work were then passed on to line func-
tions. The consultants provided support in this context by
moderating project kick-offs and reqular reviews devoted to
enabling participants to learn from each other.

Concurrent with the workshop series, Coverdale formed and
trained a 14-member moderator team, which was involved
progressively in the process of moderating the workshops.

Results

Two Coverdale coaches are still assigned to provide support
for MBI in the form of reqular reviews. The 14-member in-
house moderator team now conducts all interactive town
hall events and moderates various meetings.

Interdepartmental peer groups have been established in
which everyone supports each other and very little evidence
of the old silos is still noticeable.

"Organizational forms, the ways in which decisions are
made, shorter and more efficient meetings, and there are
now specified preparations and agendas as well as more
decisions made at the lower level. There is general agree-
ment as to how the organization wishes to position itself in
boards. Silos have clearly been broken down, although they
still exist in rudimentary form."

Employees now learn much more because they are better
informed and able to obtain more information on their own.

Processes have been optimized and measurable improve-
ments have been achieved ... and people are now coming
back and saying, "Wow!" People are now starting to become

more self-reliant; they offer to explain things to me, and
they even disagree with me. That is a terrific step forward. It
shows courage, and | think it's totally important that people
now dare to contradict their boss.

Now that projects and processes are subject to pre-
scribed time limits, we have achieved a tremendous reduc-
tion in costs during the past three months.

Two different cultures have been blended, among other
things by the integration of the Operations Department as a
component of the organization as a whole.

"A lot of taboos have been broken on this journey so far. LS
has spoken about and addressed a lot of topics that were
below the carpet - for example we and the management
team can address the fact that there is fear in the organi-
sation. That's a huge milestone to have achieved. To identi-
fy and accept the problem enables solutions, denial blocks.”
Piyush Arora

Project Manager for MBI are Hanspeter Durlesser and Elvira Klein

Dr. Hanspeter Durlesser, Partner

(*1965), holds a degree in Geophysics. After
serving as manager of his own company, he
joined Coverdale in 2000 and was trained as a
consultant/trainer (BDVT) and outdoor trainer.
He received advanced training in coaching. He
is now the CEO of Coverdale India.

Elvira Klein, Consultant

(*1973), studied international conflict
transformation and is a trained mediator. She
joined Coverdale India in 2011 after working
11 years as a mediator, trainer and consultant
in the field of conflict resolution and organ-
isational development in Germany, South
India, Israel and Palestine.
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Mercedes-Benz India
Pvt. Ltd. is a subsidiary
of the German Daimler
AG and was founded

in 1994, in the city of
Pune in the Indian state
of Maharashtra.

Piyush Arora is one of
the foremost employees
of Mercedes-Benz India
since its inception in
1995. He is currently
the Executive Director
at MBIL responsible

for the management
of Operations function
in India and as well as
for the Mercedes-Benz
plants in Indonesia and
Vietnam.

... It is working well and very sustainably, and now we need

to think about how we want to continue to move ahead
until 2020. The real momentum in the process of cultural
change is just now starting to emerge", says Roland Folger.

"With Coverdale, my gut feeling was right from the
outset, and that has to do with the people involved, of
course. It was important to find a small team in India that
approaches things with a certain sensitivity, a team that
is capable of building bridges between the German and
Indian cultures. | think it's important to have someone at
your side who understands both cultures.”

"Coverdale brings in new ideas, enables really open dis-
cussions. The consultants have the skill to allow a lot of
freedom and work with minimal and flexible frameworks
and yet guide and support in a way that there is always
a result that adds more value to the process than antic-
ipated.”
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