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Abstract

This paper reviews the strategic, operational, and financial performance of ValueDrive Motors,
a company managed within NOVA SBE’s BiP business simulation. The first section is a data
driven business analysis. It analyzes the strategy aimed at producing high-quality electric
vehicles at low cost alongside departmental performance of Operations and Finance, focusing
on metrics they could impact in the simulation. The second section is a personal reflection,
highlighting two critical incidents, a humbling lesson and a low-performing colleague, that
contributed to the author’s leadership and teamwork development. These reflections emphasize
the importance of collective decision-making, trust-building, and adaptability in team
dynamics.
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1 Firm Analysis

1.1 Introduction to ValueDrive

In today’s rapidly evolving automotive industry, businesses face numerous challenges and
opportunities, particularly with the shift toward sustainability and electrification. (McKinsey
2022) The Business in Practice (BiP) simulation offers students a practical platform to engage
with these real-world dynamics, requiring them to apply their academic knowledge in a
practical, competitive setting. As one of 13 groups, Team ValueDrive managed a global car
manufacturer over a six-year period, aiming to maintain and grow the company’s market share
while successfully navigating the transition from internal combustion engines to electric
vehicles (EVs). The company’s management team, consisting of representatives from
operations, finance, marketing, innovation and Human Resources, worked collaboratively to
steer ValueDrive through the simulation.

This review explores and analyzes ValueDrives Strategy as well as the performance of
Operations and Finance departments. The section begins with analyzing the formulation and
implementation of the strategy, including associated challenges and successes. After Strategy
and long-term goals of ValueDrive have been clarified, the performance of Operations will be
evaluated, focusing on the management of relevant KPIs like Days of Inventory and Factory
Utilization. Subsequently, the Performance of the Finance Department will be analyzed based
on financial decisions impacting Capital Structure and Working Capital. Due to space
limitations, the departmental performance analysis of Finance and Operations is primarily
focusing on metrics they could directly affect as well as alignment with previously examined
strategy and sustainability goals. By reflecting on the successes and setbacks encountered
during the simulation, this review provides insights into the challenges of steering a large

corporation through significant industry transformation.



1.2 Review of Strategy

According to Alfred Chandler, Strategy is the determination of the basic long-term goals of an
enterprise, and the adoption of courses of action and the allocation of resources necessary for
carrying out these goals. (Chandler 1962) Strategic management encompasses two critical
phases: strategy formulation and strategy implementation. (Mintzberg and Waters 1985)
Strategy formulation involves analyzing the firm’s current position, understanding internal and
external factors and defining clear objectives. Strategy implementation focuses on executing
actions to achieve these objectives. (Engert and Baumgartner 2016) This review evaluates the
formulation and implementation of ValueDrive’s strategy and its impact on the company’s

performance.

1.2.1 Strategy Formulation

1.2.1.1 External & Internal Analysis

PESTLE (G. Johnson, Scholes, and Whittington 2008): Politically, Stricter emissions
regulations and incentives for electric vehicles drive industry changes. At the same time, tariffs
and trade agreements affect global supply chains and production locations. In regard to
Economics the automotive market is expected to grow, driven by emerging markets (China in
particular). Declining battery costs and increasing fuel efficiency impact vehicle pricing and
profitability. Secially, Consumers are shifting to shared mobility and increasingly prefer EVs
due to sustainability concerns. Technologically, Innovation regarding autonomous driving,
connectivity and electrification are transforming the industry. Legally, Companies need to adapt
to varying regional regulations on emissions and autonomous driving standards and address
legal concerns related to data privacy and cybersecurity in connected vehicles.
Environmentally, efficient use and recycling of materials, especially in battery production,
gain importance during a growing emphasis on reducing carbon footprints and development of

sustainable supply chains.



Analyzing the automotive industry using Porter's 5 Forces (Porter 1979) reveals a highly
competitive landscape, with established companies competing fiercely for market share,
especially in the race to lead in electric vehicles (EVs) and autonomous driving technology. The
threat of new entrants is moderate to high. While significant capital and expertise are needed,
new tech firms are disrupting traditional players with innovative solutions, increasing
competition. Supplier power is moderate, particularly for essential components like EV
batteries, where demand is high and suppliers are few. Automakers often counter this by
securing long-term contracts and pursuing vertical integration to stabilize their supply chains.
Buyers have considerable power due to the wide range of choices and ease of switching brands,
pushing automakers to prioritize customer satisfaction, innovation, and competitive pricing.
The threat of substitutes is moderate; alternatives like public transport and ride-sharing exist,
but the convenience and necessity of personal vehicles, especially in non-urban areas, keep
demand strong.

SWOT-Analysis (Kotler and Keller 2016, 49—50): ValueDrive Motors has several strengths,
including a strong global brand, a diverse product portfolio and efficient production across
multiple factories. The company benefits from an effective management team and excellent
employee relations, contributing to high target achievements. Additionally, it has a substantial
investment budget for immediate investments and is focused on the evolving Chinese-EV
Market, benefitting from access to cutting-edge technolgy developed in the area. Weaknesses
include the Product Life Cycle of various models, as they are in the maturity stage, potentially
facing decreased demand leading to inventory and utilization challenges. The company's
sustainability policy is also in its infancy. Opportunities lie in leveraging technological
advancements, new marketing strategies, and a motivated workforce to boost efficiency and
sales. Threats include shifting customer preferences, uncertain regulations, geopolitical

instability, and increasing competition, all of which could impact profit margin.



1.2.1.2 Strategic Intent

Based on the external and internal analysis, ValueDrive’s Management Team formulated the
strategy “Excellence without Excess.” Recognizing that consumers are increasingly
environmentally conscious and mindful of costs due to inflation, ValueDrive aimed to position
itself as the new Volkswagen by producing high-quality electric vehicles at low cost. This could
be described as Cost-Leadership within Middle Class EV-Segment, seeking a cost advantage
through standardized production processes and minimal customization, similar to Tesla.
Standardized models should be sold primarily online and include essential features like
automatic climate control and Apple CarPlay, while omitting non-essential options, such as
ambient lighting, custom hardware or an own entertainment system, to maintain affordability
and simplicity.

1.2.2 Strategy Implementation and Analysis

To effectively execute the cost-leadership strategy and pass cost savings to customers, achieving
economies of scale is essential. (David 2023, 134-35) We built an extra facility in each region
during the simulation. Initially, Management planned for more aggressive expansion, but within
a few quarters, it became clear that price reductions weren’t attracting enough customers to
justify the expansion efforts. Low price sensitivity among customers even led to increased unit
costs due to overproduction. Consequently, management neglected the mass-production
strategy. Unfortunately, factories that had already been built were unsellable and could not be
written off. This forced us to continue producing the Micro and City Car models in two factories
each in China. To establish a best-price value brand image, Management initially avoided
offering a Luxury Car at first. However, after the factory expansion failed, it became necessary
to enlarge the product portfolio to utilize existing factories without cannibalizing existing
products. The introduction of the E-Luxury Car in Q19 was a success, providing attractive

margins and avoiding production issues.



While Operations’ production optimization was probably most important for ValueDrives
strategy, implications across all functions had been considered. HR had to keep cost of labor
low while avoiding dissatisfaction resulting in low productivity. (Singh and Jain 2013) They
also opted for internal training to meet new skill requirements instead of more costly new
hirings. Innovation needed to carefully consider where to allocate its tight investment budget
for new technology development and chose to invest in a Power Charging Joint Venture instead
of building an independent network, to reduce costs and stay within core activities. Sales had
to focus on digital sales channels and adapt to cost-focused marketing, reflecting in their choice
to build an E-Commerce Platform. Finance needed to ensure capital allocation aligns with
long-term profitability goals, managing risks of overproduction and underutilized assets,
resulting in the decision to avoid a subscription-based model, which would have delayed cash
flows and pushed the business to non-core activities.

Reflecting at the evolution and success of ValueDrive Motors, but also comparing the Final
Score to other competitors in the simulation, it can be concluded that even though Board of
Directors managed the green transition while creating substantial value, the choice of strategy
was not bad, but suboptimal. (Fig.1)

The strategy made sense given the internal and external analyses, but wasn’t optimal due to the
simulation’s design. When formulating the strategy it is necessary to look at everything
relevant. We overlooked the critical factor of management’s control over cost-driving elements,
which is crucial for successful execution.(Kaplan 2008, 147-71) We didn’t have the ability to
choose materials or redesign products to enable automated production processes. Mass
production, the key to lowering unit costs, was also impossible, as expansion consistently led
to overproduction, regardless of price reductions and marketing efforts. In summary we tried to

pursue a Cost Leadership Strategy without having control over the key factors that drive costs.



1.3 Review of Operations

Operations management comprises those areas of management that are concerned with the
productivity, quality, and cost in the operations function as well as strategic planning for the
organization. (Wienclaw 2021)

1.3.1 Overview of ValueDrive’s COOs Responsibilities

The operations manager at ValueDrive Motors oversees factories in Europe, China and USA,
deciding which cars to produce in which regions and how many factories. Each car can only be
produced in one area. DOI (Days of Inventory), Factory Utilization and Sustainability
Investments were the main KPIs to consider for decision-making.

Days of Inventory (DOI): A DOI of <30 indicates underproduction and potential missed sales,
while a DOI of 130 leads to halted production, impacting factory utilization and reducing ROI.
Optimal DOI is just above 30 to minimize capital costs.

Factory Utilization: This is directly tied to DOI, with under or overproduction affecting the
ROI and profitability.

Sustainability Investments: These decisions impact demand, material cost, CSR, employee
motivation, and carbon footprint.

To be able to exercise his tasks, the Operations Manager needed to exchange important
information with all other departments (Marketing, HR, Innovation and Finance), due to various
interdependencies. Cooperation with Marketing is particularly important (Hausman,
Montgomery, and Roth 2002, 252): The COO must be informed of which cars face high or low
demand to optimize production decisions, ensuring the right models were produced in the right
quantities and regions. Likewise, the Marketing director needed regular updates on production
capacity to avoid allocating marketing budget to cars that are facing overdemand or raising
prices on models that are overstocked. This collaboration ensured alignment between

production capabilities and market demand, maximizing efficiency and profitability.



1.3.2 The 4 V’s and Sustainability

Operations functions are crucial in managing challenges and adapting to global trends and
disruptions. (Jonsson 2000) Properly managing the 4 Vs of operations management —
Volume, Variety, Variation, and Visibility — helps optimizing operations to meet customer
needs, reduce expenses, boost quality, and improve overall efficiency. (Slack et al. 2022)

By using the four V's framework, ValueDrive’s operations manager can effectively address the
dual challenges of maximizing factory utilization and minimizing inventory, keeping the
company agile during global trends and disruptions while sustaining profitability and
operational efficiency. (Slack et al. 2022)

The Volume of Output in Operations refers to the quantity of products or services an

organization produces, impacting costs, processes, and efficiency. Aligning production volume
with company strategy, departmental objectives, Variation in market demand and current
stock of inventory is crucial.

Initially, ValueDrive’s operations department reacted to issues rather than forecasting demand
accurately. A rule-based approach using an excel sheet to manage actions was implemented:
DOI < 30: Increase production or decrease demand (advise CMO to adjust marketing/price).
30 < DOI < 61: No action needed.

DOI > 61: Decrease production or increase demand (advise CMO to adjust budget/price).
This method worked initially, but later led to overproduction and high inventory (avg. DOI
peaked at 104 in Q14). As operations didn’t know about the demand and just saw low DOlIs,
they expanded production of various models with the intention to increase volume and decrease
costs per unit by fixed cost degression. This additional supply was not covered by demand,
resulting in soaring Inventory. From Q15 onwards, Operations integrated with Marketing to
base production on recent sales data, adjusting for growth or decline phases. Subtracting the

selling expectation from the production amount resulted in the production surplus. Aiming to



maintain inventory at 30-40 days, it was discussed with marketing, whether production should
be de- or increased or prices/marketing adjusted to influence demand, based on what appears
reasonable in the current situation. This improved planning by far and resulted in almost optimal
DOI, except in China, where overproduction persisted due to mass production strategies.
Despite minimizing price and maximizing marketing expenses, inventory issues remained after
the production of the China Models were expanded in Q20 and Q21 respectively. (Fig. 2)

The Variety of Output refers to the range of different products a company produces to meet
various customer needs, showcasing its flexibility in customizing and diversifying its offerings.
Typically, as product variety increases, the production volume of each specific item tends to
decrease, reflecting a trade-off between variety and efficiency. (Salvador et al. 2002)

At ValueDrive Motors, decisions about the variety of output were rather strategic than
operational. The operations department determined the regions (America, Europe, China) for
production based on tariffs and customer preferences, aiming to produce where demand was
highest. City and Micro Cars (budget-friendly) were produced in China to minimize costs,
SUVs, Business and Sports Cars in Europe and Pick-Ups, a special US-Micro-Model and
Luxury Cars in the US. Operations coordinated with the Innovation department to ensure new
models had the most demanded features in their respective regions.

Degree of Visibility of Production refers to how transparent and accessible the production
process and service delivery are to customers, including how much information customers can
see regarding the status of their orders, the production stages, and any potential delays. Higher
visibility builds trust, manages expectations and enhances customer satisfaction.

The Operations Manager of ValueDrive couldn’t affect Production Visibility through
Management, but did so via Sustainability Investments. Visibility in sustainability efforts is

crucial for building trust and demonstrating commitment.



Investing into water consumption reduction and waste reduction showcased environmental
stewardship and reduced costs, while achieving the ISO14001/EMAS certification validated
the company’s environmental practices. Energy efficiency investments and the installation
of solar panels demonstrated a commitment to renewable energy and reducing carbon
footprints, while also reducing costs. Implementing an energy management system allowed
for clear communication of energy use and efficiency gains. Offsetting suppliers' CO2
emissions and choosing sustainable suppliers may have increased costs, but highlighed
ValueDrive’s dedication to reducing environmental impact across the supply chain.
Sharing external battery recycling initiatives showcased leadership in promoting circular
economy practices.

By investing a total of 1,820 M$ plus approximately 360 $M yearly to offset suppliers into
sustainability, ValueDrive Operations department was able to decrease their total quarterly
Emissions by 65% or 478 tons from Q5 to Q28. This reduction is particularly impressive in
light of the production expansion, as the company was producing 67% more cars in the last
quarter than at the beginning. (Fig. 4) Despite total emissions rising by 42% from Q17 to Q22
due to increased production, emissions per car actually slightly decreased, demonstrating
improved efficiency. At Figure 5, it becomes visible that the raising emissions can be tracked
back to the production volume, as the Emissions per Car have even slightly decreased over the
same course of time.

The efforts had several benefits, as ValueDrive has not avoided paying CO2 Penalties from Q12
onwards (Fig. 6) but also continuously achieved a Sustainabilty rating above the benchmark.
(Fig. 7). Additionally, it can be assumed that access to financial resources has been improved
and that the positive effect on the Brand Image attracted a lot of environmentally conscious
customers, even though the exact impact on demand is difficult to quantify. (El-Khalil and

Mezher 2020, 1)
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1.4 Review of Finance

Financial management involves the planning, organizing, directing, and controlling of financial
activities such as procurement and utilization of funds of the enterprise. It means applying

general management principles to financial resources of the enterprise. (Brigham 2009, 4-5)

1.4.1 Overview of ValueDrive’s CFOs Responsibilities

The Finance Manager at ValueDrive Motors oversees financial performance of the company
across all regions. Main responsibility is managing the company’s capital structure, which
includes the issuance of shares, securing bonds, and sourcing cheaper Green Bonds to finance
climate and environmental projects. These activities are crucial for managing the cost of capital
and maintaining a healthy debt ratio. (Goedhart, Koller, and Rehm 2006) One of the key KPIs
the Finance Manager tracks is the Debt Ratio, as it directly impacts the company's credit rating
and the cost of future loans. By monitoring D/E, the Finance Manager ensures that debt levels
remain manageable and that the company can access affordable financing.

Additionally, the Finance Manager influences liquidity by setting the terms of payment for
customer and supplier credit, ensuring sufficient cash flow to meet operational needs.

The Finance Manager also needs to coordinate with all other departments to evaluate the
financial implications of their departmental decisions, such as investments in new projects,
sustainability initiatives and production adjustments - only investments with a positive NPV
using an appropriate hurdle rate should be conducted. (Magni 2009) Regular financial reporting
from Controlling and Accounting departments is critical for tracking the profitability of
products, monitoring overall financial health, and making informed decisions that align with
the company’s strategic goals. To achieve sustainable success, the Finance Manager must
balance the needs of various departments with the company’s financial constraints, making
strategic decisions that support long-term growth while carefully managing debt and capital

costs.
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1.4.2 Debt Management and Capital Structure

Managing the Capital Structure is one of the most important tasks of the CFO. While the Capital
Structure has no direct impact on the value of a firm (Modigliani and Miller 1958, 268), it has
significant influence on its risk, creditworthiness, financial flexibility, corporate governance
and decision-making and its Profitability, via interest payments and tax shield. (Goedhart,
Koller, and Rehm 2006) If the Return on Assets is higher than the Cost of Capital, an increase
of the Debt-Ratio results in rising profits. The leverage effect is a double-edged sword, as ROA
can unexpectedly decrease while debt is mostly long-term.

ValueDrives Debt Ratio was 45% on average, with a minimum value of 36.4% in Quarter 25
and a maximum of 50.9% in Q10. (Fig 8) According to scientific research the average debt ratio
for European companies in automotive sector is 62.3%, while the optimal debt ratio is 47.3%.
Beyond this point, additional debt becomes counterproductive, increasing the cost of capital
and reducing profitability. (Basdekis et al. 2020) While the study provides valuable insight, it
is based on data from 2005-2017 and the optimal debt ratio is highly dependent on various
factors like the current cost of capital, profitability and the economic environment. During
conduction of the study, capital demanding electrification of the sector hasn’t been an urgent
issue and interest rates have mostly been at or close to zero. Nevertheless, ValueDrive’s average
debt ratio remained very healthy, reflecting effective management of the CFO. While
optimizing the Capital Structure already contributes a lot to reducing Weighted Cost of Capital
(wacc), the type of debt also plays a crucial role. As Green Bonds had a lower interest rate than
conventional long-term debt, ValueDrive continuously utilized them when available, to lower
its cost of capital and to signal its sustainability commitment to the market. As they Green
Bonds became increasingly available with electrification of the fleet, ValueDrives Green
Capital Ratio reached 100% in Q22 (Fig. 9) and wacc could be continuously decreased from

6.1% in Q5 to 5.2% in Q26. (Fig. 10)
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1.4.3 Working Capital Management and Cash Conversion Cycle

The Cash Conversion Cycle (CCC) is a key financial metric that measures the time it takes
for a company to convert its investments in inventory and other resources into cash flows from
sales. It is an essential indicator of how efficient a company manages its working capital. The
CCC is calculated using the following formula (Nobanee and Al Hajjar 2014):

CCC=DIO + DSO -DPO

As Operations is responsible for the DIO, the Finance Manager could only manage the DSO
and DPO by changing Customer Credit and Supplier Payment terms.. In the starting position
Customer Credit and Supplier Payment terms were both 30 days. They could be changed to 15
or 40 days, valid for the following year’s transactions. Initially, the CFO reduced Customer
Credit to 15 days and increased Supplier Payment to 40 days. (Fig. 11, Fig. 12) This allowed
ValueDrive to benefit from supplier financing. After 4 quarters, it was decided that it would be
more beneficial and streamlined with low-cost-strategy to decrease payment terms for suppliers
to 15 days, in favor of better prices, and increase payment terms for customers to 40 days, to
increase demand and attractiveness to the cost-sensitive customer target group, which often
requires more time to pay for a vehicle. This change also explains the large negative Free Cash
Flow in Q9. Accordingly, working capital jumped in Q9, which is an expected downside of the
trade-off in becoming more attractive to customers and negotiating lower prices.

Overall, ValueDrives Financials stand out significantly compared to industry peers. The EBIT
Margin reached 24% in the last year (Fig.15) with a total Free Cash Flow of 6.2 Billion, while
peers like Volkswagen or Tesla have EBIT-Margins of 5-8% with lower or even negative free
cash flows, depite more than double the sales. (Volkswagen 2023) (Tesla 2024). The exceptional
performance has been honored by the stock market with the stocks soaring from 396 to 860
since new management took over (Fig 16), an annualized return of 13.8% outperfoming all

usual benchmarks without taking dividends into account.
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1.5 Conclusion

This review of ValueDrive Motors' strategic and operational management within the Business
in Practice (BiP) simulation has provided a comprehensive look at the complexities involved in
navigating the rapidly evolving automotive industry. Through the analysis of the company’s

strategy, operations, and financial performance, several key insights have emerged.

The formulation and implementation of ValueDrive's strategy highlighted the importance of
aligning business goals with both internal capabilities and external market conditions. The
"Excellence without Excess" strategy, aimed at achieving cost leadership in the middle-class
EV segment, was well-conceived based on the external and internal analyses. However, the
simulation revealed critical limitations in executing this strategy, particularly the lack of control
over key cost-driving elements. This experience underscored the need for a more adaptable and
flexible approach when external constraints limit the effectiveness of a chosen strategy.
Moreover, it became clear that a successful strategy must consider not only market positioning
but also the practical realities of implementation, including the company’s ability to control

costs and manage production processes effectively.

The operations review demonstrated the critical role that effective production management
plays in achieving strategic goals. Initially, ValueDrive faced significant challenges related to
overproduction and high inventory levels, which stemmed from a reactive approach to demand
forecasting. These issues highlighted the importance of accurate demand planning and the risks
associated with relying solely on production volume to drive down unit costs. The eventual
integration of marketing data into production planning processes led to improved operational
efficiency and better alignment with market demand. This experience emphasized the necessity
of interdepartmental collaboration, particularly between operations and marketing, to optimize

production decisions and avoid costly misalignments between supply and demand.
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The financial analysis further illustrated the interconnectedness of business functions and the
critical impact of financial management on overall business performance. The CFO's
management of capital structure and working capital was essential for maintaining financial
health and supporting the company's strategic objectives. The strategic use of Green Bonds to
lower the cost of capital and the adjustments to payment terms demonstrated how financial
decisions can directly influence the company’s competitive positioning and operational
flexibility. This experience highlighted the importance of understanding the ripple effects of
financial choices on other departments and underscored the need for financial strategies that are

closely aligned with broader business goals.

Overall, one of the most significant lessons learned through this simulation is the critical
importance of interdependencies and the intertwining of decisions across business functions.
Strategy, operations, finance, marketing, and human resources do not function in isolation;
rather, they are deeply interconnected, with decisions in one area having profound impacts on
others. The success of ValueDrive Motors hinged on the ability of its management team to work
collaboratively, ensuring that decisions were made with an understanding of these
interdependencies. This experience has reinforced the understanding that in a real-world
business environment, effective management requires not only a deep knowledge of one’s own
functional area but also an appreciation of how each function contributes to the company's
overall success. The simulation underscored the necessity of cross-functional collaboration,
adaptability, and strategic alignment to navigate the complex challenges faced by modern
businesses, particularly in industries undergoing significant transformation, such as the

automotive sector.
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2 Individual reflection

2.1 Introduction and Overview of two Incidents

Self-reflection is crucial for developing leadership skills, allowing leaders to critically evaluate
their actions, decisions, and interactions. By regularly reflecting on experiences, leaders can
identify areas for improvement, recognize patterns in their behavior, and gain deeper insights
into their strengths and weaknesses. This ongoing process of self-reflection is essential to learn
from experiences, leverage strengths, work on weaknesses and evolve into a business leader.
In the "Business in Practice" simulation, two key incidents provided deep insights into
leadership, team dynamics, and personal growth. The first incident involved a strategic decision
where I stood alone with my opinion and couldn’t enforce it for the first time. Ultimately, I
accepted the team's opposing opinion, which unfolded to be superior. This was a humbling
experience, challenging my previous confidence in my decision-making. The second incident
centered on a team member who showed less initiative and engagement. I took on more work
to support this individual, partially neglecting my own responsibilities and did not delve into
the root of the issue, which contributed to harmful speculation. It was later revealed that the
team member struggled with a lack of business background and limited English proficiency,
which had not been clearly communicated. For each incident I will first describe the event in
detail, then analyze the situation and my personal response before I point out the lessons learned
for future actions. Finally, I will provide a Conclusion and Review of learning, including critical
discussion of peer feedback.

My personal reflection is grounded in the Insights Discovery® personality test, which
highlights my dominant traits. I have a mix of Cool Blue and Fiery Red energy, reflecting my
natural tendencies towards precision, analytical thinking and objectivity. I am competitive,
determined and performance-driven, while I also exhibit traits of suspicion and control. (Fig.

17, 18)
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2.2 Incident 1: The value of collective wisdom — a leader’s humbling lesson

2.2.1 The Event

Since the start of our business simulation, I had naturally assumed a leadership role within the
team, often leading discussions and guiding decision-making processes. Usually our decision-
making process followed a standard procedure to be efficient and save time: The department
responsible for the decision suggests their preferred option and briefly explains the relevant
factors. If everyone agrees, we go forward with the proposal. In case at least one person is
opposed to the suggestion, we exchange opinions and engage in a discussion before entering a
democratic vote. Although such decisions were made democratically, I had a strong influence
and generally managed to convince the team to follow my vision. This leadership style seemed
effective until a pivotal moment that changed my perspective.

At one point, the team faced a strategic decision regarding expansion of our production facilities
in China. Together with my Co-COO, I was primarily responsible for this decision and proposed
building a fifth factory to capitalize on anticipated market growth and further increase our
production capacity. However, the rest of the team (including Co-COQO) were opposed to this
idea, citing concerns about our existing slight overproduction and questioning the need for
additional capacity at that stage. Despite my initial confidence in the expansion plan, I conceded
to the majority's viewpoint after intense discussion, realizing I was the only one advocating for
the additional factory.

As the simulation progressed, it became clear that our existing production capacity was indeed
sufficient. We continued to experience slight overproduction even without the fifth factory,
validating the team's more cautious approach. This outcome was a stark revelation for me, as it
was the first time my judgment had been proven clearly incorrect, and the team's collective

wisdom had prevailed.
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2.2.2 Situation & Personal Response Analysis

2.2.2.1 Effective Consensus Decision Making

The decision making process in this situation aligns with the principles of consensus decision-
making. (Gleeson 2012) While it was generally a decision Operations capould make alone, we
decided to share responsbility with the team, as this was a strategic decision significantly
impacting the overall result of the simulation. This clear decision-making process allowing
everyone to be heard is also a sign of strong structure within the team. (Haas and Mortensen
2016) Even though I was unhappy with the result of the vote, I was delighted to see my team
involved and passionate in the discussion. I knew about the importance of everyone pulling in

the same direction so I had no choice than accepting the majority rule.

2.2.2.2 Embracing Team Unity Over Individual Persistence

Team alignment is a critical factor for success. All members need to work towards the same
goal to maximize efficiency and overall performance. (Hackman 2002)

In this situation, the team and me showcased having a compelling direction - as we all had the
goal of optimizing production capacity and worked together to achieve it, even though we had
differing opinions of the best way to do it. (Haas and Mortensen 2016)

Continuing to push for the idea of expanding production facilities which lacked majority
support, would have not only been a misallocation of time and resources but would have also
risked creating division and delaying the team's progress. Recognizing the importance of
alignment and efficiency, I chose to accept the vote’s outcome and pivoted to support the
majority’s decision. By uniting behind this approach, we maintained momentum and ensured
everyone was working towards the same goal. This experience highlighted the value of stepping
back from individual visions in favor of collective action, dedicating efforts to strategies with

the strongest support and highest likelihood of success.
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2.2.2.3 Reevaluation of Self-Confidence and Value of Team Input

Before this incident, I was confident in my decision-making abilities, often believing that my
perspective was the most reliable, a confidence rooted in past successes. However, the decision
against expanding the factories was a humbling experience, challenging my belief in my
infallibility. This situation made me realize that leadership is not about always being right, but
about facilitating the best possible decisions for the team. As someone influenced by Fiery Red,
I learned to balance my dominant traits and confidence in my own decision-making with greater
openness to alternative ideas. Previously, I may have underappreciated the value of diverse
opinions within the team, often favoring my own judgment. This experience emphasized the
importance of actively seeking and considering the viewpoints of all team members. I began to
pay closer attention to the reasoning behind their ideas, recognizing that collective input often
leads to more balanced and well-considered decisions. This approach is essential for
maintaining a shared motivated purpose, as neglecting team members' contributions can lead to
a loss of motivation and a sense that they are working for the dominant person’s purpose rather

than a shared goal.

2.2.2.4 The Role of a Leader in Facilitating, Not Dictating

A key takeaway was understanding that good leadership involves more than just guiding
decisions; it also includes knowing when to step back and let the team’s consensus lead. This
realization was pivotal in reshaping my approach to leadership. Rather than positioning myself
as the sole decision-maker, I started to see my role as a facilitator who ensures that all voices
are heard and considered. While my dominant Fiery Red tendencies pushed me to take a leading
role in decision-making, the strong Cool Blue component guided me to reevaluate and
appreciate the team’s more cautious approach. This balance of traits is essential in recognizing

when to lead and when to facilitate.
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2.2.3 Lessons Learned & Future Actions

2.2.3.1 Embracing Collective Decision-Making

The most important lesson from this incident is the value of collective decision-making.
Recognizing the strengths of my team members and the importance of their input has become
a cornerstone of my leadership approach. I now prioritize creating an environment where
everyone feels comfortable sharing their perspectives, knowing that this diversity of thought

leads to better outcomes.

2.2.3.2 Building Trust and Encouraging Open Dialogue

This experience highlighted the need to build trust within the team and encourage open
dialogue. By openly discussing the reasons behind our decisions and acknowledging when the
team’s insights prove correct, we can build a more trusting and cooperative environment. This
approach not only strengthens team dynamics but also enhances our collective problem-solving
abilities.

2.2.3.3 Accepting Mistakes Gracefully

Adapting a growth mindset was highly important in learning to accept mistakes gracefully.
Moving forward, I will consciously balance my Fiery Red traits with greater openness to
alternative viewpoints, ensuring that I fully consider the reasoning behind each team member’s
contributions. By contributing to an environment where all voices are heard and valued, I aim
to maintain a shared sense of purpose and motivation within the team, ensuring that our

decisions are well-rounded and supported by the collective wisdom of the group

2.2.3.4 Leadership as a Supportive Role

Finally, this incident reinforced the concept that leadership should be supportive rather than
authoritative. A leader's role is to guide, support, and sometimes step back to allow the team to
take the lead. This shift in perspective has made me more appreciative of the contributions of

others and more committed to fostering a collaborative team environment.
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2.3 Incident 2: Unseen Barriers — Hidden Challenges of a Team Member

2.3.1 The Event

My team faced a challenge with a business unit manager, who showed significantly less
initiative and engagement compared to others. While they completed tasks when assigned, the
work was rarely satisfactory and they didn’t show any proactive behavior or deep understanding
of the business mechanics and role expectations. Recognizing this, I offered my assistance, but
often ended up taking over their responsibilities, diverting my attention from my core duties.
Despite this, the team functioned smoothly, and we successfully navigated through the
simulation.

During a leadership practice session, we discussed a similar hypothetical scenario: a team
member who meets only the minimum requirements. When asked how they would handle it,
the struggling team member suggested they would "probably talk to them." After the session, |
encouraged them privately, offering more help and urging active participation. While their
engagement and motivation increased, their work quality did not improve significantly. The
team collectively accepted this dynamic, maintaining a positive environment despite the
imbalance.

In the team dynamics clinic, the absent member became the main topic of discussion. There
was suspicion their absence was deliberate to avoid criticism. Despite my efforts to support
them, I faced criticism from the external leader, for possibly intimidating them or not offering
enough help. This accusation was hurtful, given the time and effort I had invested. The clinic
disrupted our team's harmony, reviving frustrations we thought were resolved and distracting
us from the simulation's business challenges.

After the simulation, during a team celebration, the team member revealed that they had no
business background and had only started learning english recently. We were both shocked and

impressed, as our own capabilities might have been even more limited in their situation.
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2.3.2 Situation and Personal Response Analysis

2.3.2.1 Lack of Trust and Fear of Conflict Lead to Unconscious Bias and Miscommunication
The team member's reluctance to engage proactively or show a deeper understanding of the
business could be rooted in a lack of trust within the team. They may not have felt comfortable
admitting their lack of experience or language skills, which would have required vulnerability.
The fact that they only revealed their challenges after the simulation suggests that they did not
trust the team enough to share their struggles earlier. The team's collective acceptance of the
dynamic, where the underperforming member was not held accountable or pushed to improve
significantly, suggests a fear of conflict.(Joosr 2015)

Initially, I misinterpreted the team member's lack of initiative as disinterest or unwillingness to
engage, leading to frustration. I failed to consider potential barriers such as language skills,
cultural differences, or lack of relevant experience, which later emerged as significant factors.
As someone with a strong Cool Blue trait, I naturally prioritize structure, precision, and meeting
expectations. This inclination might have contributed to my initial frustration with the team

member’s perceived lack of engagement.

2.3.2.2 Reducing Motivation and Coordination Cost by Supporting Each Other

Teams generally spend a significant amount of time and energy on coordination tasks and
aligning efforts and motivation. (Noonan Hadley and Mortensen 2022) In our situation, the
team's coordination costs were heightened due to language barriers and the struggling team
member's lack of essential knowledge. It was collectively perceived that the time and effort
required to ensure everyone fully understood each task would exceed the cost of having one
team member directly support the underperforming department, explain plans, and partially
take over responsibilities. Team success sometimes requires individual face-to-face promotive
interaction and team members might be required to support each other in order to accomplish

the task. (P. R. Johnson, Heimann, and O’Neill 2000). Recognizing that one department could
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benefit from additional support while another had excess capacity, we decided to reallocate a
team member's time to assist in the area of need. I volunteered to take on this role, which
unfortunately diverted my focus and capacities away from my own core responsibilities. Still,

this strategic move showcased our team’s agility and contributed to its overall success.

2.3.2.3 Neglecting Immediate Action Intensified Challenges and False Assumptions

When differences surface, destructive conflicts can and should be preempted, even when the
group seems homogeneous and harmonious. (Toegel and Barsoux 2016) While we did address
the issue and took action, we failed to delve into its root causes, which led to harmful
speculation. If we had identified the underlying problem earlier, we might have avoided the
frustration experienced during the team dynamics clinics.

The situation highlighted the dangers of assumptions based on limited information. The team
and I speculated about the reasons behind the member's behavior without fully understanding
their background or challenges. This lack of understanding was only rectified post-simulation,
when the individual shared their difficulties with language and cultural integration. The
experience underscored the importance of slowing down, gathering all relevant information,

and approaching situations with a more open and investigative mindset.

2.3.3 Lessons Learned & Future Actions

2.3.3.1 Fostering Inclusive Communication and Understanding

One of the key takeaways is the critical importance of creating enabling conditions for effective
team work establishing open and inclusive communication channels from the start.
Encouraging team members to share their backgrounds, strengths, and challenges early on can
help prevent misunderstandings and foster a supportive environment. As a leader, it is crucial
to proactively engage all team members, particularly those who seem less engaged or isolated,

early in team projects. My strong inclination toward Cool Blue emphasizes the importance of
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clear, structured communication. In future projects, I will leverage this trait to establish open
communication channels and prioritize team-building activities, such as casual meetups, team
dinners or coffee breaks, to facilitate better interpersonal understanding. Additionally, I will
continue to regularly check in on struggling colleagues and offer tailored support, while

encouraging their participation in discussions and decision-making.

2.3.3.2 Flexibility is Key for Team Success

A key takeaway is the importance of flexibility within a team, particularly the ability to have
team members who can step in and partially fill roles when others are unable to do so due to
various circumstances, such as illness, pregnancy, or lack of experience. This adaptability not
only ensures continuity in the team's progress but also contributes to a supportive environment
with shared responsibilities. In future projects, I will prioritize cross-training and knowledge
sharing to build a team capable of covering for each other when needed, ensuring that our work

remains efficient and resilient in the face of challenges.

2.3.3.3 Managing and Addressing Feedback Constructively

My combination of Cool Blue and Fiery Red means that I tend to take feedback seriously,
sometimes viewing it through a critical lens. Receiving critical feedback was challenging, but
it provided an invaluable perspective. It highlighted the importance of not taking external
observations personally and using them as opportunities for growth. Moving forward, I will
work on accepting feedback more constructively and using it to refine my leadership approach,
while also ensuring that it is contextualized with the full picture. If I know the critic is missing
important information required for the judgment, I won’t let it too close to avoid further

frustration.
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2.4 Conclusion and Review of Learning

Reflecting on the simulation experience and feedback, I gained valuable insights into my
leadership strengths and areas for improvement. In the first incident, I learned that effective
leadership often means stepping back, listening, and facilitating consensus rather than dictating
solutions. This approach improves the team's cohesion and highlights the importance of
providing an inclusive environment where all voices are heard. In the second incident, I learned
the critical value of adaptability and open communication. Supporting a struggling team
member without fully understanding their background led to miscommunication, frustration
and assumptions. Moving forward, I will focus on creating clear communication channels and
promoting transparency to avoid similar challenges, ensuring that team members feel
comfortable sharing their limitations or concerns early in the process and continue to help when
it is necessary.

The peer feedback, which rated my contributions highly across the board, aligns with my self-
assessment in most areas, as my peers gave me the full score (5/5) in all categories. (Fig. 19)
The differences, especially in expecting quality, might be due to cultural differences unfolding
in the way we grade each other. The majority of the team was Southern European, while I am
German. According to Geert Hofstede’s Cultural Dimensions Theory, Germans are more
individualist and long-term oriented, while Southern Europeans are more collectivist and short-
term oriented. (Hofstede 1984) This could translate into me being more objective and direct
with my feedback, while my peers were grading more generous to improve group harmony and
avoid conflict. These cultural tendencies could be amplified by my Cool Blue Personality,
which makes me tend to be perfectionist and critical of myself and others. Additionally, I might
have assessed my own performance a bit too low due to defensive pessimism. (Norem and
Cantor 1986) However, receiving perfect peer feedback was overwhelming in a positive way,

as it made me feel that my hard work and engagement were truly appreciated by the team.
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Figure 15: EBIT-Margin (Average of three months)
Source: Simulation
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Figure 16: Share Price Evolution
Source: Simulation
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Figure 17: Personal Insights Discovery Test Results
Source: Own illustratrion of own Test Results
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The Four Insights Discovery
Colour Energies

On a good day On a bad day
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Patient Reliant
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Figure 18: Insights Discovery Colour Energies
Source: © The Insights Group Limited, 2018
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Figure 19: Peer & Self Evaluation
Source: Results of peer & self evaluation from Team Dynamic Clinics
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