
	
		
		    
			
			    
			
			
			    
			    
			    
			 
		    

		                     
				 Home
	 Add Document
	 Sign In
	 Register


			
			    
				
				    
					
					
					    
					

				    

				

			    

			

		    

		

	

	
    
	
	        	    
		    		Volkswagen Do Brasil    	    

	    	    	Home 
	Volkswagen Do Brasil


	

    




    
	
	    	    
		
		    
			
			    
				VWB...			    

			        			    
    				Author: 
				    					Bea				        			    

			    
			

			
			    

			     75 downloads
			     601 Views
			        			     61KB Size
			    			

			
			     Report
			

		    

		    
			
			    
				 DOWNLOAD .PDF
			    

			

			
			    
				
				
				    
				
				
				
				    
				
				
				    
				
			    

			    
				

			    

			

		    

		    

		    

		    
		    

		

            

            
                
                    Recommend Documents

                

		
		    									    
    
	
	    
	
    

    
	
	    
		Caso Volkswagen Do Brasil Resolucion	    
	
	
	    resolucion del caso de planeacion empresarial volkwagen do brasil.Descripción completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Caso 3-Volkswagen Do Brasil	    
	
	
	    Volkswagen do Brasil: impulsar la estrategia con el cuadro de mando integralDescripción completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Volkswagen	    
	
	
	    The purpose of this case study is to identify effects of the 2008 global financial crisis on the automotive industry in Brazil, specifically VWB. We will be analyzing the different alternatives and...

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Volkswagen	    
	
	
	    The purpose of this case study is to identify effects of the 2008 global financial crisis on the automotive industry in Brazil, specifically VWB. We will be analyzing the different alternati…Full description

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Trevas Do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Trevas Do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Resumo - Raízes do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		História do Brasil - Dicas	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		História do Brasil República	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Aquarela Do Brasil Trpa	    
	
	
	    Brass quintet

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Códigos CNL do Brasil	    
	
	
	    Full description

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Aquarela Do Brasil	    
	
	
	    Latin Music

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Aquarela Do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Geografia Do Brasil	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		o Descobrimento Do Brasil	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		História do Brasil República	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		central do brasil soundtrak.pdf	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Aquarela do Brasil tba.pdf	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Conservas Do Meu Brasil	    
	
	
	    receitas d conservasDescrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Códigos CNL do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Central Do Brasil	    
	
	
	    

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Empreendedores do Brasil	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		História Do Brasil	    
	
	
	    Descrição completa

	

    

    

    


						    
    
	
	    
	
    

    
	
	    
		Aquarela Do Brasil	    
	
	
	    aquarelaDescripción completa

	

    

    

    


					    		

            

        

        
	                	
		

		
		        		    
    			
			    				
			        			

    		    

		    		    
			
			    
								    				    Volkswagen Do Brasil - Driving Strategy with the Balanced Scorecard



Volkswagen do Brasil: Driving Strategy with the Balanced Scorecard Index: 1. What challenges does Thomas Schmall face !on "ecoming #$% of Volkswagen do Brasil &VWB'( ). Descri"e VWB*s new strategy +. What are the "enefits from having all em!loyees nderstand the strategy( ,. -ow does the strategy ma! and Balanced Scorecard hel! Schmall and Senn im!lement the new strategy( . What are the strengths and weaknesses of the Scorecard and its im!lementation( /. What other actions did VWB take to s!!ort strategy im!lementation( 0. -ow can Schmall and his team se the scorecard to deal with the challenges faced "y com!any in anary )223( 1. What challenges does Thomas Schmall face !on "ecoming #$% of Volkswagen do Brasil &VWB'( Before Thomas Schmall was a!!ointed #$% in )2204 he already gained knowledge a"ot Bra5il and the s"sidiary while reorgani5ing !rodction in 1333 to )22+ ntil he was sent "ack to $ro!e. This crcial fact hel!ed him 6ickly ad7st to the different com!any cltre4 strategy and overall mindset existing in Bra5il. Before analy5ing the challenges he faced as #$% in )2204 the 6estion arises why he didn*t res!ond to the known !ro"lems dring his for years working in #riti"a( VWB wold have saved enormos resorces4 if they had rigorosly res!onded to the !ro"lems earlier. Ths VWB sffered eight consective years from losses4 lost market share tremendosly4 made the s"sidiary "reacratic and created an atmos!here of a!!rehension and insta"ility among the workers4 as .89. Senn &V -man ;esorces' commented. ro"lems that Schmall had to co!e with can "e divided in external and internal ones. Before tackling internal !ro"lems4 external o"stacles need to "e analy5ed. Their im!act has a vital inflence on internal actions to remedy im!ediments within the com!any. 9irst and 9oremost Schmall needed to handle the vast decrease in domestic market share which !roceeded continosly over the years. This led to an all8time low in )22+ with )1 < "ehind a!anese and 9rench manfactrer. VWB also strggled sticking to their ex!ort8led strategy and maintaining !rodction minimm "ecase of =the a!!reciation of the Bra5ilian crrency4 relative to the dollar and ero4 along with increases in the local la"or and raw materials costs>4 as Schmall !ointed it ot. ?nother !ro"lem  was that VWB coldn*t increase increase !rices on shi!!ed !rodcts4 "ecase of stiff com!etition in atomotive world8wide. ?s a reslt com!any*s excess ca!acity costs woldn*t "e covered "y



 insfficient ex!ort margins. Internal wise Schmall had to "ear with inefficient !rocesses on the sho!8floor and administration4 like reliance on cost redction4 em!loyee layoffs and ca!acity downsi5ing. @evertheless4 the "iggest stm"ling "lock wold "e changing the mindset of the em!loyees. $m!loyees work dedication negatively reflected in the scale of a"senteeism4 com!any identification and ideas for im!rovement showed Schmall that it was high noon for VWB to ndertake tremendos cltral and strategic change. ). Descri"e VWB*s new Strategy VWB*s new strategy was mltifaceted and consisted "asically of for ma7or o"7ectives that garanteed that VWB wold regain !osition as market leader Bra5il and strived for A1 !rodcer of the Soth ?merican atomotive market. To reali5e their strategy they needed to ="ild a high !erformance team that wold drive VWB to "ecome Soth ?merican indstry*s leader in 6ality4 innovation4 sales4 and !rofita"ility on a sstaina"le "asis>. 9rther =;e8Branding VWB into one  with enthsiastic and highly8motivated highly8motivated em!loyees who continally introdced introdced high !erformance4 innovatively8designed cars and light vehicles>4 "t also Senn mentioned that =they wanted a new cltre for em!loyees to solve !ro"lems as they arose4 eliminate defects4 and redce health and safety incidents even if these actions cost money and decreased short8rn !rodction ot!t. The last o"7ective that the exective committee had to co!e with was changing VWB*s "reacratic and slow moving com!any cltre. Therefore they had to "ild new relationshi!s with key stakeholders: em!loyees4 s!!liers and dealers. +. What are the "enefits from having all em!loyees nderstand the strategy( When em!loyees hear the word change from their s!ervisor their res!onse or thoghts won*t "e !ositive in most cases. This is "ecase every hman "eing gets comforta"le and sed to a certain rotine. $ven if this change might hel! em!loyees it*s from the tmost im!ortance of s!ervisors to !oint this ot in a detailed and clear manner. This is even more im!ortant in the !articlar sitation that VWB*s exectives had "een. VWB generated losses consectively from 133 to )22/ and em!loyees lived nder the threat Cerman head6arters wold sht down the entire o!erations in Bra5il. Therefore to! and middle management had to !rioriti5e commnication within the whole com!any that em!loyees didn*t get the wrong im!ression4 that this ndertaking is only a headcont for redctions. ?nother !ositive as!ect of a clear nderstanding of the strategy is that em!loyees can only flfill the ex!ectations when they know what needs to "e done and more im!ortant why it needs to "e done. If all em!loyees can "e convinced that every"ody is working towards the same goal4 it can and will create a dynamics "etween em!loyees that enhances team8orientation4 gro!8 "onding and dedication to go the extra mile for team8mem"ers4 fellow workers and last "t not least the nderlying strategy*s o"7ective. ,. -ow does the Strategy a! and Balanced Scorecard hel! Schmall and Senn im!lement the new strategy( These two tools initiated "y Schmall and Senn hel! to im!lement the strategy in several ways. In general they hel! translating the strategy into o"7ectives4 monitor !rogress and dis!lay the



 correlations "etween case and effect. The Strategy a! for exam!le hel!ed filtering ot for dimensions: 9inancial #hallenges4 #stomer #hallenges4 Internal rocesses #hallenges and otential and Crowth #hallenges and additionally dis!lays =how intangi"le assets4 sch as em!loyees4 get converted into tangi"le financial reslts>. ?ll these dimensions have nderlying metrics that illstrate what is necessary for con6ering the o"stacle. This strategy ma! organi5ed and se!arated key factors VWB had to work on if the wanted to scceed with their overall vision to evolve to A1 atomotive manfactrer in Soth ?merica. In a ntshell it translated high8level o"7ectives into nam"igos tasks that can "e reali5ed and s!ervised efficiently. The BS# was the !erfect tool to measre4 define and monitor otcome. ?ll challenges inherited an o"7ective4 sco!e and the right r ight metrics to review the crrent stats. This was extended within the entire com!any for all o"7ectives and sho!8floor em!loyees cold immediately dis!lay the actal stats of their work. When !ro"lems occrred the y cold identified in a 6ickly manner and the res!onsi"le !ro7ect team cold work on a soltion with sho!8floor workers and the res!onsi"le coordinator. This o!en8door !olicy of management redced !rodction shtdowns significantly and redced reslting costs. Withot the BS# and Strategy a! VWB*s exective team woldn*t "e a"le to im!rove their relationshi!s with all stakeholders in sch a timely fashion. VWB needed to deal with scare resorces and high time !ressre4 de to the fact that the Cerman -ead6arters ex!ected reslts and not shtting down their so far inefficient s"sidiary in Bra5il. In a ntshell the BS# and Strategy a! "roght VWB "ack on track and changed com!any strategy and cltre tremendosly. . What are the strengths and weaknesses of the Scorecard and its im!lementation( The BS# is ndo"tedly a !owerfl management tool to reorgani5e com!any cltre and strategy aggressively4 thogh it also has its weak s!ots. Im!lementing it into a com!any is in the "eginning time consming4 ntil every"ody nderstands how to work with this tool. Therefore management needed to train facilitators that edcate their ronda"ot )2.222 em!loyees. This stresses financial resorces and ca!a"ilities of to!8management to co!e with the high strctral afford re6ired to constantly commnicate to4 !rse and inclde all stakeholders ntil the BS# is acce!ted and nderstood. %nce "ore with the downsides the BS# facilitates ni6e team8"onding4 a high level of trans!arency and efficiency4 "ecase every em!loyee knows his !art within the com!any*s strategy. It !rovides long8term relia"ility for the com!any*s !re8defined o"7ectives and generates validated reslts throgh the right metrics. It is also a niversal a!!lica"le measrement tool that dis!lays =financial and non8financial measres each com!ared to a target vale within a single concise re!ort> &www.wiki!edia.comE"alancedFscorecard'. /. What other actions did VWB take to s!!ort strategy im!lementation( Besides intensively commnicating their BS# and Strategy a!4 the y set ! lasma Screens on the !rodction lines where workers cold monitor the several !rodction ste!s and "eing



 reminded of the com!any strategy via illstrating the Strategy a! and introdcing the interactive role game. 9rther VWB*s exective im!lemented a systematic !rocess of im!rovement in which em!loyees got rewarded "y contri"ting their ideas to drive down costs. The "est ideas were !resented in front of roghly 122 em!loyees4 which also motivated em!loyees in a non8financial way. ?nother action was a role game "ased on an interactive learning ma!4 for which they edcated more than )22 facilitators that shold convince and train all )2.222G em!loyees to !artici!ate in this game. $m!loyees received token for solving !ro"lems and answering 6estions concerning VWB*s strategy. The BS# anagement Cro! !osted the strategy ma! in every r oom in the com!any as a constant reminder of the com!any*s direction. VWB also !resented a mascot4 which was esta"lished dring an internal contest. CIC? called the meter tall ro"ot a!!eared at several events to shake hands and asked em!loyees a"ot the strategy. It also hel!ed commnicating the strategy within the com!any*s internal comic !"lished in the VWB news!a!er. 0. -ow can Schmall and his team se the Scorecard to deal with the challenges faced "y com!any in anary )223(
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