Discovering and Documenting Greatness
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Banner Pharmacaps Inc. is headquartered in
North Carolina, U.S.A. Banner produces high qual-
ity medicines and thereby contributes to improv-

The numbers for 2006 show the problems of
Bannert Tilburg clearly:

ing the quality of life for the global community. Business results negative

The Tilburg division manufactures and sales Ban- On-time delivery only 53%

ner products. Re-works 146
Turnaround time 26 weeks

The Problem Customer complaints 85
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2003 to 2007 were not as hoped. Apparently, the

source of the problem was that there hadbeenno ¢ KS 2 NHI yAT | GA2Y 61 &

clear, single direction for the company, and peo-
ple had been working at cross purposes. The staff
had not been sufficiently involved with the contri-
butions they should have been making to a results
-oriented process. Work processes had been cha-
otic, with frequent, ad hoc decisions and inconsis-
tent directives coming down from management.
The consequences of this state of affairs were
clear: dissatisfied customers, unmotivated em-
ployees, and poor business results.
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In 2007 management decided to shift the produc-
tion focus away from bulk commodity manufactur-
ing to products with high added value. This yielded
significantly improved results, but this strategic
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middle management and the rest of the organiza-
tion.

Sandor Noordermeer, Executive Director of Banner
- Tilburg, described the situation in early 2008 as
follows: "In 2007 we had already made a change
and found some peace in the organization. But we
still focused on the very short term and on extin-
guishing fires. We did everything with the outcome
of the current month in mind. There was no focus
on the non-urgent, but otherwise important, goals
of the organization. "
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in turn, was causing problems. And the problems
piled up. Tilburg was not able to align short-term
goals with its long-term strategy. If these condi-
tions and the results could not improve, it was
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be at risk.

How was the Problem Solved?

The top management in the United States rede-
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based two value propositions: "Product Leader-
ship" and "Operational Excellence." They also
mapped their strategy from four points of view:

worker (or employee) perspective
organizational perspective
customer perspective
shareholder perspective
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An executive management team created a change
plan for all branches of Banner around the world.
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across a global organization?

Beginning in 2008, FranklinCovey approached the
management of Banner in the U.S. with proposals
on how to help the leadership shape change.
FranklinCovey advised Banner to apply the princi-
ples of the 4 Disciplines of Executi¢4D). Banner
followed this advice and decided to implement 4D
in the organization worldwide.
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In March 2008, Bannert Europe launched the
XQ (Execution Quotient) Survey. XQ measures
whether or not an organization is translating its
strategy into good performance. The survey was
administered to 35 Tilburg employees, including
top management, middle management and
other key individuals.

As expected, the results of the xQ for some
categories were well below the average for
manufacturing companies. Areas where the
scores were particularly low were organizational
trustworthiness, collaboration or synergy within
the organization, and team accountability.

Based on these results, in June 2008, the com-
LI y e
Executiontraining for middle management. In
this training, participants learned how 4D could
help them implement the Banner strategy
within their own teams. After a critical review,
the management decided to apply 4D to the
current and on-going improvement measures to
streamline them.

The team had a committed,
progressive and winning spirit.

T Nick Grootjans, FranklinCovey Consultant

Under the guidance of consultant Nick Groot-
jans, FranklinCovey Netherlands worked with
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tant Goals" were derived straight from the stra-
tegic plan.

After top management established these goals,
the 4D plan was further developed. Middle
management translated the corporate goals
into department goals and objectives. They de-
fined the activities that would lead to the reali-
zation of the goals (Lead Measures).

Nick Grootjans provided guidance throughout
the introduction of the 4D process, reviewing
the quality of the goals and lead measures and
assisting with the implementation of the 4D
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process in the organization. Central to the suc-
cess of such a journey was the involvement of
staff at all levels in the organization. To achieve
this involvement, production leaders were given
aworkshop in 4D.

In this workshop the leaders of the departments
translated the goals and lead measure activities
for the benefit of each team, making each team
accountable for them.

In December 2008, the entire staff participated in
a 4D workshop. Thanks to the involvement of

-everyone in the whole process and boosted by a
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helped management produce improvements in
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The Results
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introduction of 4D, management noticed im-
provements, both in results and in the involve-
ment of staff. In the past, employees had worked
more intuitively. By applying 4D with a clear fo-
cus on the "Wildly Important Goals," everyone
was aware of his/her contribution to the organi-
zation and was much more focused on the goals
selected by management.

The yearly business results for 2008 were positive
for the first time in years. Employees knew their
performance was vital and really felt involved in
the organization.
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Sandor Noordermeer, Executive Director of
Bannert Tilburg, commented on the changed
motivation: "Previously no one was worried
about the results of our business, but now peo-
ple come to me with reports on how we per-
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commitment. Because we have introduced 4
Disciplines of Executipnve work better and

with a clear, positive impact on results."

Tilburg celebrated their 2008 operating results.
The critical metric of added value per 1000 cap-
sules was 35 percent higher than in 2006. Every
one of their key indicators showed significant

Is the Change Permanent?

improvements: Management is convinced that the positive trend
2006 2008 in the results WI|| be of a permanclelnt_ nature.
Through a continuous focus on the "Wildly Im-
Business results negative positive portant Goals” and the involvement of staff, it is
On-time delivery 53% 87% predicted that future results will be even better.
Re-works 146 40 Key indicators are continuously improving, sur-
Turnaround time 26 weeks 10 weeks passing the 2008 results. Here are some high-
Customer complaints | 85 40 lights:
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Material losses 4.1%of rev. 1.3% of rev. o 100% on-time delivery in the month of
February 2009
_ _ 0 two major new contracts in March 2009
Noordermeer summarizes the improvements as O business results for the first half of 2009

that were considerably higher than tar-
geted, and better than the 2008 results.

follows: "In 2006, we ran full lines, but we were
still losing money. Thanks to the disciplined ap-
proach, using the 4 Disciplines of Executione

have for the first time in years achieved a posi- ] _ o B .
tive result. | feel like | had to work harder in Aprll 2009 was the mld-pomt in Banner-¢ A £ 0 dzZNH Q a
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more focused. The involvement of the staff and the organizational level had risen by 20 percent.
the appreciation of our customers is much bet- That was a huge step in one year. The greatest

ter. The results are a logical consequence of
these factors. 2008 will be the basis for an even
better future. "

The results are a logical conse-
quence of the involvement of the
staff and the much greater
appreciation of our customers.

T Sandor Noordermeer, Executive Director
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improvements were achieved in precisely those
areas which had scored poorly in the first assess-
ment, i.e., organizational trustworthiness (+ 127
percent); collaboration or synergy within the or-
ganization (+ 24 percent); and team accountabil-
ity measures (quality) +37 percent.

The conclusion of Banner-¢ A £ 0 dzNH Q &
consistent implementation of the 4 Disciplines of
Executionis essential to improve our results. In
the future we will continue this method and will
continue to grow our business. "
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