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Synopsis

The case study tells the story of the Iberian unit of Leading Electronics, in this sanitized case a
fictional consumer electronics company (real case about a real company that for internal
reasons cannot make this situation public yet), and-its sustainability journey. The specific
challenge is how the unit’s president can get the larger global organization to follow his lead and
bring the company to the next level in terms of its environmental activism and commitment.

The Problem

By December 2021, Javier Jimenez had reasons to be happy with what he had accomplished so
far. Over the last four years he had managed to convince his management team at Leading
Electronics Iberia to completely. change Leading Electronics’ approach to environmental
sustainability and re-position the brand accordingly.

By almost any measure, things were going well for the company in Spain and Portugal. Sales and
profits were up despite the company withdrawing from the global cell phone business.

What was even more important to Jimenez was that the Green Movement, the broad-based
environmental idea launched by Jimenez and his team, had already planted over 4 million trees
in Spain and Portugal, and he could clearly see how it had expanded beyond his own firm to
include other large companies, municipalities and parts of civil society.

A good example of the new approach was the successful promotion of the company’s solar
panels, which were priced high for the Spanish market in 2020. Over 2,000 units (700,000 KW)
were ordered, and another boost given to the environmental positioning of the brand.
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The promotion lasted for the first three months of the year and offered anyone buying the
company’s solar panels a full discount on its other products, up to the value of the solar panels
installed. A full set of solar panels for an average sized home in Spain was estimated to cost
something like €8,000-10,000 and would generate a payback in about 10 years in energy savings.
About 40% of that cost went to pay for the panels themselves, making the offer very attractive
for someone who would spend that kind of money on appliances and televisions in any case.

However, despite all that had been achieved, Jimenez felt his work was far from finished. On the
one hand, he knew he still had a long way to go before cities and towns across the country would
embrace his idea of celebrating a national holiday to plant trees. The good news was that the
project was well underway and had already run pilot programs in four communities near Madrid
in October 2021. Jimenez’' objective was to plant 47 million trees every year in Spain - one for
each person in the country.

The other thing which kept him awake was how to get the Green Movement up and running in
the other countries and regions worldwide in which Leading Electronics operated. As President
of Iberia, Jimenez reported directly to the President for Consumer Electronics in Europe who
was a Taiwanese expat. Jimenez, incidentally, was the only non-Taiwanese to be running one of
the company’s major sub-regions with the title of president.

The good news was that Jimenez had enjoyed the support of his boss for the first few years that
he had been working on the Green Movement. Unfortunately, that individual had retired in April
2020 and Jimenez felt that his new boss, Mr. Wang, seemed a bit ambivalent about the program.
Wang did not oppose the project directly butnever asked about it and seemed more interested
in the short run unit’s sales and profit figures. A very detail-oriented person who was formally
the group’s sales director in America, Wang held weekly meetings with Jimenez and the other
country presidents to talk about unit salesacross the different product categories.

While some of his colleagues in Europe had also launched initiatives under the Green Movement
banner, they were much less ambitious and did not seem to be very interested in learning about
what had been achieved by the team in Iberia.

Javier Jimenez

After studying law at Madrid’s Universidad de Complutense, Jimenez went on to do his MBA in
Houston and then got his start in marketing and sales, first in a local bank and then for a leading
international dairy food manufacturer with a long history in Spain.

At that company, Jimenez worked in the emerging channel of large format stores, and then used
that experience to move into consumer electronics for the leading European brand in 1996.

There, Jimenez moved up the ranks, becoming Director of Marketing, and then Senior Business
Manager for the TV business in Spain and Portugal at a time when the company was one of the
leaders of the market.

By 2005, flat screen TVs had entered the Spanish television markets and produced a scramble
amongst the different manufacturers for leadership in the segment. Leading Electronics, for
example, had established a joint venture with Jimenez’ firm to produce the TVs.
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In 2005, Jimenez switched to become the head of LE's consumer electronics business in Spain
and steadily advanced until becoming Vice President of the company in 2012 under its
Taiwanese president.

In 2013 Jimenez was again promoted and was sent to Australia where he became President and
CEO of the company’s Australian subsidiary. In 2015, Leading Electronics decided to merge its
operations in Spain and Portugal and brought Jimenez back to his native Madrid to run the new
Iberian unit.

Known as a demanding manager with deep knowledge of channel dynamics, Jimenez had led
the unit to become one of the company’s the most successful international operations.

Leading Electronics Iberia

As mentioned above, Leading Electronics was a large Taiwanese conglomerate resulting from a
series of mergers in the 1980s. Over time, the company had adopted the slogan Lead to Excellence
- a play on its initials that was originally coined by its operating company in the US.

In recent years, Leading Electronics was Taiwan’s 8" largest company, with a wide range of
activities. The company was organized into a large number of business areas which were then
grouped into several divisions. Leading Electronics, for example, manufactured batteries for
electric vehicles within its chemical division and commercialized them via its vehicle components
division, which was one of five businesses in the electronics division. The other businesses in
electronics were home appliance and air solutions, home entertainment, gaming, mobile
communications and business to business.

Leading Electronics had been commercializing its products and services in Spain and Portugal for
25 years and had 450 people working in the region, with sales in the order of €900 million.

See Exhibits 1, 2 and 3 for company data: Profile, Profit and Loss and Financial Ratios.

By 2018, the company was leading the appliance market in both countries, had a very strong
position in air conditioning and was considered best in class in television thanks to its unique
technology. Leading Electronics had a patented approach which allowed TVs to have real black
in their pixel matrix, producing sharper images. Its game console business was also gaining
market share against well entrenched, international companies.

See Exhibit 4 for a general industry overview, Exhibit 5 for the best competitor performance,
Exhibit 6 for Competitor, range of performances, and Exhibit 7 for Financial ratios.

The newest area of business in the region for Leading Electronics was solar panels for homes
and small- to medium-sized businesses. That business was launched in 2013.

A Storm at Sea

Before the summer of 2017, Javier Jimenez thought little about the natural environment and
climate change, although he did know it was an issue and that the world would have to do
something about it sooner or later.

His point of view was transformed by a difficult situation he and his family faced while on
vacation on a 42 feet sailboat off the island of Formentera. Jimenez was an avid sailor and had
been chartering sailboats for his family for several years.
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