











The business itself

Before we move forward with the story it is worth considering the actual business itself.

eChemicals is a dangerous business. The production environment is hazardous, the product is often
highly dangerous, the end products are derided for their environmental damage.

eThe Chemicals business is largely split between niche (think Teflon, Nomex, etc.) and basic
(acrylonitriles, polyethelyne, etc.).

eInnovene manufactures basic chemicals. The basic chemicals market essentially provides raw material
to other equipment manufacturers (OEM’s) who then sell completed materials to manufacturers,
retailers or direct to customers.

eThis puts any basic chemicals manufacturer at the bottom of the value chain, and as a consequence
subjects them to constant price pressure. Something that is hard to manage when your raw material
(refined o0il) is trading at $62 a barrel (and rising). This puts basic chemical manufacturers at a
challenging point in the value chain. They sit between the powerful oil / feedstock block and a
highly fragmented ‘converter’ segment, who because of their market weakness are unable to draw value
down from the powerful branders and retail /supermarket blocks. Time after time, innovations and
cost benefits are passed on down the chain with almost no benefit to the chemicals manufacturers.

eTherefore the only way to make money is run the plants at 100% and then ensure your sales team can
off-load the product as quickly as possible.

eThe requirement for a brand within the trading environment is zero

-“A few companies are convinced of the value of branding, approach it methodically and carefully,
and actively manage their brands. The majority of companies fall between two extremes. They have

brands, recognise that their brands have some value, and debate branding decisions as issues arise.”
Brand equity. The burning issue. European Chemical News



First, a little theory (but very practical)

eMany ways that the story of Innovene can be told. We are not going to concentrate on the detail nor
the glamour but six things that we learnt, discovered, realised along the way.

eWe are not going to suggest they are unique to Innovene nor that they are things that cannot be
learnt from a book but they are genuine experiences from people that lived through one of these
programs

eWe figure this is not a presentation but an exchange. We don’t offer the solution just a
perspective.

DxVxF >R - this was what this program was all about.
Gleichers Formula for Change

D x VX F > R

Dissatisfaction with the current situation x Vision of where the organisation needs
to move to x First visible steps towards that vision

.must be greater than the Resistance to change

eIf any one of the components are out of alignment, i.e. insufficient dissatisfaction with the
current situation, lack of clarity of vision of no visible first steps taken, this will limit the
ability to overcome resistance to change.



.1.-
The man at thef
needs to lead

the front to
it happen

An obvious, but important, first point

eThe first point is perhaps the most obvious one but we make no apologies for it.

eAll management texts will state change doesn’t happen unless this man is onboard and they are right
but at the same time this massively undersells their role in the whole process. It is not just the
sanctioning of a program that is important it is the energy and commitment that is placed into it
that makes the difference.

eRalph, was not unique in this respect but he had a vision of the type of company he wanted to lead.
This was born from experience and a desire to make a point.

eHis vision may not sound very sophisticated in fact you could argue that it wasn’t at all. Again
just standard management mantra. He wanted to create a great company, with great people who are
free to act and make a difference. Nothing unique there but at the same time not many have actually
delivered anything like this. Later in our working relationship it would be clear what that would
mean. Both liberating and unnerving.

eLet me give you an example of what this meant to him. The first meeting he attended was
essentially to brief the team. We were expecting the usual roomful of senior managers. What we got
was himself, his wife, his daughter, his PA, his EA and Robert. During the meeting it transpired
why he had bought them. He felt it important that they be involved. They needed to know why he
would be investing his time and energy into this venture, he needed them to see what it could
become. This wasn’t a one off. Each major decision including the selection of the identity would
in consultation with his wife and daughter.

eRalph however did not see any role for the brand as a change agent. In fact the ‘B’ word was not
in his vocab. He brought his family to a ‘christening’ but then realised that what we was seeing was
a vehicle for creating true alignment within the organisation - delivering culture change.



2.
Allow people to
adopt the wvision

by making it
personal to them

Landor Associates

Making the vision personal

eIn order to take Ralph’s vision and make it happen we would have to start turning the light bulbs
on quickly. Remember at this time the company had about 12 employees (if that) a further 120 senior
managers were needed with a total workforce of 8000 eventually needed in 25 countries. Being a
start-up everything had to be worked from the ground up. Yes systems would be adopted from BP, but
the business would have to be made to stand on its own two feet.

eEven though Ralph’s vision was simplicity personified it lacked empathy with the individual. He
had described the type of company he wanted not what the individuals need to do to not only create
but maintain and grow it. He also had a largely disenfranchised senior and middle management group
who would be skeptical of another change that had a higher personal risk associated with it.

eToo resolve this we needed an idea that would catalyse Ralph’s vision internally but one that could
also be used to communicate the strategy externally via key moments of truth within the customer
experience. The idea ‘unleashing potential’ centred on a number of key dimensions of Ralph’s vision
these being: Great people free to act, a great company, bold moves and the need to transform the
companies position in a static commodity driven marketplace.

eAs is usual practice the idea was to be supported by a number of belief’s or values that would
drive specific dimensions of the vision/idea. This period of work represented a learning experience
for all - but again cemented the need to use the man in the hot seat as the primary driver of
change.

eThe values/beliefs were created 8 of them in total to be tested within the organisation to slim to
3 / 4. Although an obvious thing to do the testing qualitatively and quantitatively helped
understand how each of the value would be internalised via the organisation. Would they be just
words or would the help. The results came back and in typical style the working group of four came
back to discuss them. To our surprise Ralph, although accepting the process and what the
organisation was telling him had his own version. Professionally I (duncan) felt almost
automatically adverse to them - after all what would he know. This was to be a big learning
experience. Ralph then with the group proceed to flesh out what had taken several weeks in the
space of ninety minutes. While he knew what the critical dimensions of motivation would be.

eHere are the values for Innovene..
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Open and Honest

eThis was a key value: for too long the chemicals team had been told one thing and then found out
that it was not true. They was institutional skepticism, and so there was a real risk of employees
sitting back and saying ‘OK, I’'1ll sit back and see what happens to this one’ rather thank fully
engaging in the process.

eTrusting employees. No more have I seen this than the relationship down from Ralph (CEO), to Jay
Kouba (Executive Director, Strategy) to Robert (Commercial Strategy Director) during the launch of
the program. Just take a moment to understand how many people would have been required to be
involved in your organisation if you were launching a new brand or indeed making a large
announcement. How many committees, sub committees would be required? How long would it take?

eAn anecdote: just ahead of the Launch, Ralph asked Jay what the position was. Jay says ' I don’'t

know, I’'ve delegated it’ . Ralph was a tad shocked at this in BP you would expect everyone to know
everything, not a helpful situation. Next day Ralph is asked a similar question and he says with a
smile ‘I don’t know, I’'ve delegated that’. Sounds a silly thing, but it was truly empowering for

me.
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The best

eFor us it was not just trying hard, that road lead to failure.

eWe had to set the bar high and look to be a winner.

eOnly then would people explore options that would make a step change.
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Commitment

eThe antithesis of corporate rhetoric.

ePeople needed to believe this was the case. They had seen half built empires before and suffered
the consequences. They need to believe that the organisation was as good as its word.

oA key thing here is that Commitment is a voluntary activity: I can’t make you commit only you can
do it for yourself. Ralph wanted those who were on the journey to be there because they wanted to
be, and were prepared to step up to the mark.This goes with the concept that people want to be led
not told to follow!

eExternally, also customers needed to believe that Innovene would be there for them. The
consolidation, divestment that was happening in the industry created uncertainty and uncertainty is
a poor bedfellow when working to JIT supply models. Innovene clearly could not make commitments to
all customers and therefore had to make choices. A segmentation program began to determine the
scale of the customer base and also where money was being made. Being committed to the top-tier of
customers was important (an obvious thing to say) but in a company who had no centralised data on
customers it would be difficult to ascertain who to make the commitments too.

eProject XYZ, made inroads to move with OEM’s up the supply chain for the likes of P&G, Coke, etc.
The project set about being committed to the OEM at the same time meeting the new material demands
made by the big brand owners. The totality of this would be to unleash the potential of the supply
chain as innovation would flow both ways (materials such as cellulose based plastics, new moulding
techniques as well as new container shapes).



Make a difference

We are a company where
everyone, everywhere, makes a
difference everyday.

Make a difference

eYou may be thinking at this point ‘so what’. Another list of words that have a generic meaning.
This was my first reaction. But I would ask you to look deeper. I deal in a world of goobledegook.
Phrases which have no meaning outside the boundary of knowledge. This was humbling. Because this
is not management speak.

eYou can imagine a parent speaking these words, or more powerfully a leader in a crisis. These are
the words of a leader and something that people can not only hold near to them but something they
can measure themselves against each and every day.

eYes, they are not unique, but they are powerful, directional phrases that mean something in
whatever language they are translated in, to what ever level of the hierarchy you speak to.

eI would urge you all to think in this way. Ask yourself whether your company values are being
demonstrated everyday and then ask yourself why people don’t - is it because they can’t, because it
is not unequivocally clear what you are asking them to do. Then think of these.



litiecs

[}

programs

Politics of divestment

eThis is a story about the fight for a company name but it belies the type of politics that went on
within BP and the company that would become Innovene.

eIn 1996 BP merged / took over Amoco. After a short while the popular Amoco brand was relegated to
become a fuels brand with the BP North America portfolio. A number of rumours were circulating that
even this would be dropped. Given the snapply titled ‘NewCo’s’ desire to become listed on the Dow
Jones, the corporate HQ would be an East Coast US location, almost certainly Chicago.

eBefore the takeover, Amoco was effectively Chicago. It created jobs, it had the largest building
in the area, it gave the most money to the city, etc. By bringing Amoco back to Chicago, Ralph
considered he could create a coup by automatically generating headlines and building friends within
the local community. He also had the benefit of a highly recognised brand that had a good track
record in chemicals (some of the Innovene assets were ex Amoco) he could also loyalise staff. A
good plan. Seconded by EJPB, until it wasn’t.

eA political power struggle had broken out between the leadership of R&M who owned Amoco, Ralph and
then to cap it all WPP who own Landor. The resulting mess created from this wrangle meant that
Amoco was not available, a new name would have to be sought. This was a gutting decision for Ralph
who had championed this move and it was supported by Landor and his management team, all of which
had the wool pulled out underneath them. There was no plan B (learning : always have a plan B).

eOut of adversity came an opportunity. By involving the emerging organisation they could have a say
in developing the new name for the company, bonding them to it. Six naming workshops were held in
all the major geographic regions and three weeks later the names were presented. The chosen name
Innovene, was a smart choice as it was already owned by the company - therefore available and free.
Further testing showed externally it had the right credentials and fitted with the strategy.

Reason for mentioning this is for a couple of learnings:

eAlways have a contingency plan. The boss wanted and felt sure he would get Amoco, he didn’t and
there wasn’t a back-up.

eThis is a naming example - but you absolutely will get blindsided by politics and recriminations
when things go wrong. The learning here is to use that positively not negatively. The priority has
to be in resolution not deconstruction.

eAct open and honestly. To resolve the WPP fiasco, we arranged / hosted a conference call between
Sir Martin Sorrell and Ralph - CEO to CEO. This was not a case of saving face or towing the party
line. Ralph had placed trust in us that the rest of the organisation had failed to appreciate. MS
needed to make that call to apologise to Ralph.
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Consider the journmeys you will .

Several journeys to consider here, all of which needed to be managed with some kind of road map.

eFirst of all employees. Change would not happen instantaneously but needed to be made up of small
signposts that would show progression. The low hanging fruit would obviously be picked first. Due
to the relatively low number of customers and the high number of touch points between people it was
imperative that the communications model built from the inside out. Therefore internal stakeholders
would need to be segmented and targeted to get the message across to their staff bases. This would
be a slow process but even small things would help catalyse this change - for example a company
ringtone. Small, even frivolous, but it did give a sense of unity and was something completely
different.

The usual mechanism of communication where used from town hall style meetings, email newsletters,
intranet communications as well as hosted meetings in various sites to help people locally, at a
site level really understand what Ralph’s vision was all about. It was at these meetings were you
really got a sense of the enormity of the task and we perhaps had both spent too much time with
people at the top rather than some of the people we would rely on to motivate and create change
lower down the organisation.

eBut this is an interesting point in itself. The change I have made (Duncan) is to make sure we
take the time to internally segment the audiences we are going to for. The segmentation must also
be pyschographic not by job title - which is easier but far less useful. It staggers me now what
naivety exists to actually understand the varying motivations and behaviours of people in
organisations given that they are the people delivering the change. We spend all the money
assessing the outside world and none assessing the people who will deliver it. In hindsight I wish
we had spent more time and effort doing this as it would have bourne fruit later in the program

Interestingly one of the areas that really demonstrated this to me was working with the organisation
on sorting out the brand portfolio that was a really mish mash of supposed brands. Now many people
look at brand architecture as moving logos and yes this is one output but it should never be an
input. Brand Architecture is as much about organisational change as other types of restructuring.

A change on a decision tree may result in a ‘brand’ disappearing, resulting in the loss of budget,
responsibility and possibly the job. So it was no wonder that operationally people resisted any
change - one example being the classic ‘over my dead body’. But it had to happen and was ultimately
a true test of whether the management at a regional level was going to act to ‘unleash potential’ or
remain attached to the status quo. Sadly it all became academic as we will shortly find out - but
it was a real insight from the ground up of the requirements for change.

eBut change does not need to be about fundamental things. Interestingly and we find this with a
whole host of programs small, insignificant things make a huge difference.
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eInterestingly and we find this with a whole host of programs small,
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Bringing the customer on the journey
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The customers’ journey

eSecondly customers. What would change look like for them and how would it be communicated to them?
Although ‘unleashing potential’ was a powerful internal driver it may smack of an untenable position
if introduced into the market. Therefore what would the external positioning of the company need to
be as the effects of the segmentation program became clearer and more manifest.

eNow this is easier said than done. Innovene did not posses a system that held central customer
records and therefore each sales person was approached to give up their personal list. Looking back
this is incredible but still possible in an industry that had never had to think about audiences.

At one stage we held their entire consolidated customer list. Segmentation and subsequent CRM was
clearly going to be a long way off. But the sales and customer service (post sale) operations would
need to fill the gap in explaining what was happening in Innovene.

eIf you think the staff were cynical these guys were more so. The tremendous change that they were
witnessing in the market had created un certainty and again uncertainty would be an issue with comes
working on JIT models. They would also, as has been mentioned not swallow a grand plan. There world
was the here and now. What could you do and when can I get it. They had to be taken on a much more
encompassing journey where delivery would not be in grand gestures but small interventions placed
within the overall context of the business change.



5.
Consultants - know
how to use them

Robert’s perspective (BP Chemicals/Innovene)

eConsultants - know how to use them

eConsultants are a necessary part of what we do. They help, they can unlock parts of the
organisation and if used correctly they are a positive force. A lot is said against them and I'm
not, just because Duncan is in the room going to glorify them but I am going to tell you my
experience and how I would use them again

eBecause we started it off as a re-badging process, we did it on a shoe string (in terms of internal
resources). This meant we did run into a couple of real bust-points when we had to call in project
assistance. Landor were great at ramping up resources when we needed it, but I do think they could
have sat us down at the start and said ‘look, this is what it is going to feel like when you are in
the heat of battle, and these are the troops you are going to need’

Duncan’s perspective (Landor)

eThis may sound like a mutual love-in, it isn’t. It’s rare to be put in a situation where you are
effectively seconded into the team and feel part of it. You need to know where the barriers are and
build trust but this is perhaps the most effective client relationship that I’ve had principally
because it was born out of the value ‘open & honest’. There were no secrets, no skeletons just
transparency.

oMy advice is this. Make sure you have an SPA on your project team, that is always available to
you. Make sure they can make the decisions and begin to deploy people. Share everything - they may
be able to help. In my experience most good consultants have a passion for getting things done, for
creating success give them the space to help you achieve this. Have fun - you’ll spend a lot of
time together.

eBut remember consultants are purely that. You are the decision maker and you will be put in a
tight spot and you will have defend decisions. They will also leave and your team must now be
equipped to do their job if not all you have bought is a service not an education.



Do

* Spend time enrolling the top of the house. You will find it hard
if you are pushing them rather than them pushing you.

e Agree funding up front!! Use your agency partner to help with
this.

* Get a good partner who can deliver resources on tap.

* Make sure you have their best client manager. This interface is
key.

* Treat the client manager as one of your team (meetings with
Ralph, Jay, Duncan and myself: Duncan seen as Innovene)

* Set your strategy, and stick with it (strategy should define your
boundaries, what you will and wont do)

e Be flexible, and go with your gut feel (animating the brand was
worth the money even if it was not obvious at first)

* Realise just how powerful a brand process can be

* Communicate: you have to take everyone with you at each step: the
‘ta-da’ moment may be fun, but it can leave a lot of people
feeling left out.




Don’t

* Under resource your side of the team

* Expect everyone to love everything, but make sure you have sound
logic for your choices.

* Forget it is a delivery project: easy to get wrapped up in the
creativity when it is the delivery / execution that really makes
a difference.

e Tt’s a highly demanding process: Don’t over commit in other areas
while this is going on.

* Forget to have fun: you don’t get to do this kind of thing very
often, so enjoy it!




"Although we can't directly attribute the sale price of Innovene to
one variable, I do believe that our brand had a significant role to
play, which is remarkable given its relatively short life. This is
testament to how the Innovene brand resonated with our customers,
suppliers and, most important of all, employees.

We made enormous progress in six months, from Newco - a rag bag of
unwanted petrochemical assets - to Innovene - a coherent, world-scale
company increasingly seen as a dynamic first-mover in its sector. That
journey, guided by our brand values, was a truly amazing feat.”

Ben Moxham, External Communications, Director

Landor Associates
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