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People & Change Case Study

CLIENT SITUATION

Our client, a leading automotive
consumer products distribution
and retail company, embarked on
an organizational transformation
journey with the goal of enabling
and evolving its three-year
operational strategy. The
enterprise strategy required
changes to operational objectives,
priorities, and focus areas across
the organization, including Human
Resources, Strategy, Finance, and
IT functions. During the course of
the project, the client launched
two rounds of enterprise cost
cutting initiatives that resulted in
headcount reduction and saving
goals to be incorporated into

the objectives.

The existing workforce lacked
visibility to function-specific

goals as well as role clarity

and career advancement
opportunities. The organization
sought a transformation partner to
establish an approach and support
the realization of organizational
targets through alignment of the
operating model to organizational
skills and capabilities.
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A leading retail distribution organization was looking to become
an innovative leader in the consumer products industry and had
developed a three-year strategy to prepare them for an initial
public offering with a focus on the development of a digitization
and analytics ecosystem. The client engaged North Highland to
streamline business with manufacturers, expand offerings and
distribution, increase alignment and collaboration across the

organization, and achieve the operational strategy.

OUR APPROACH

The North Highland team tailored our Professionalizing Framework

to align with our client’s organizational focuses and objectives. The
professionalizing solution took the client through a series of step changes
in structure, work processes, and skill development that enabled it to
drive business value.

We used industry best practices as well as a suite of accelerators to align
and engage talent in the broader business strategy. Lastly, we supported
the successful transition of people into the right jobs, helping to fill gaps
in the organization.

We partnered with the client to create the following customized approach:

* OPERATING MODEL: Co-created an optimal operating model with
functional leaders to define value creation and simplify strategy
execution, and ensured the operating model effectively bridged the gap
between function-level strategies and execution plans.

ORGANIZATION STRUCTURE: Re-aligned teams and roles by creating
an organizational structure, leveraged Workload Capacity Analysis to
collect information on current state, defined future state scenarios, and
aligned model results with organizational structure to understand the
most relevant option.

COMPETENCY MODEL: Designed competencies that provided the
framework to measure performance excellence and fostered dialogue
with leaders and employees on how they can grow and develop in the
organization.

JOB DESIGN: Delineated clear responsibilities for roles within the
organization and aligned them with industry expectations, and defined
career paths for each role in the organization through design sessions
that review, refine, and validate career paths.

PEOPLE ENABLEMENT: Assessed the workforce to generate a baseline
understanding of skills and competencies, calibrated to ensure the
right people are supporting the appropriate level and amount of work,
built and sustained employee capability and motivation to deliver on
the behaviors necessary to realize desired organizational and operating
model outcomes.

PEOPLE TRANSITION AND CHANGE MANAGEMENT: Facilitated a
transition to the new organizational structure and roles using planning,
communications, and engagement tools and techniques. Developed

a transition plan bridging the impacted organization and Human
Resources, ensuring a common understanding on the rationale,
benefits, and impacts of the change while minimizing business
disruption and maximizing return on investment.
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VALUE DELIVERED

North Highland worked to develop a pathway

to achieve over $4M in labor savings without
jeopardizing business continuity. Clear, strategic
goals and functional responsibilities were developed
to facilitate more collaborative and integrated
relationships across and within functions.

As a result, organizational structures were created
that foster a collaborative and focused organization
with cross-functional product teams aimed at
achieving specific, cohesive goals. Additionally,
functional responsibilities were delineated to drive
clarity, consistency, and quality of work efforts. The
effort established competitive advantage through
planned versus reactive talent management and
created a clear view of talent demand and supply
issues by function while controlling unplanned
talent costs.
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Our team also developed well-defined job
descriptions career paths to drive an opportunity
for additional clarity and dedication to discrete

work efforts. A skills-based framework was
established along with career paths creating clarity
for employees on their career development and
progression. Lastly, the effort provided managers
with easy-to-use tools to determine the impact of
their talent decisions and prioritize future workforce
investments.

‘ NORTH HIGHLAND WORKED TO
DEVELOP A PATHWAY TO ACHIEVE

OVER $4M IN LABOR SAVINGS

WITHOUT JEOPARDIZING
BUSINESS CONTINUITY. \

North Highland is a global management consulting firm known for helping clients solve their

most complex challenges related to customer experience, performance improvement, technology

and digital, and transformation. We add value and support our clients across the full spectrum of

consulting, from strategy through delivery. We bring the big ideas, then we make them real.

North Highland is an employee-owned firm, headquartered in Atlanta, Ga., with more than 3,000

consultants worldwide and 60+ offices around the globe. The firm is a member of Cordence

Worldwide, a global management consulting alliance. For more information, visit and connect with

us on LinkedlIn, Twitter and Facebook.
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