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The family business and its sup-
porter, the Machwürth Team Inter-
national have been awarded with 
the European Award for Training, 
Consulting and Coaching in bron-
ze 2016/2017 for the successful 
leadership and corporate culture 
development programme.

In 2013, the company management 
of the 400 employee-strong com-
pany  decided on a new “Strategy 
2020”.  This includes, 
 › strengthening its own brands as 

well as its beauty business in 
Germany and

 › expanding its international busi-
ness and its prestige transactions.

It was clear to those in charge, as de-
scribed by HR Manager, Yvonne Jus-
sen: “We will only achieve these goals 
if we win over employees as allies and 
invest more into the human resource. 
The human resource is therefore a key 
component of the Strategy 2020.” Aside 
from this, employees must “collaborate 
better across departments and tasks 
and show more initiative and responsibi-
lity”. “And this requires a cultural change 
in the organisation - on all hierarchy 
levels - top-down”, added Personnel 
Development Manager, Jill Ben Cadi.

Such a change requires “strong pro-
moters on the top level”, stresses CEO, 
Thomas Seeger-Helbach. This is why 
the management team initially dealt 
intensively with the topic of corporate 
and management culture. The upper 
levels of management reflected on 
things such as their leadership be-
haviour in special events and asked 
themselves: What values are im-
portant to us? An employee survey 
was carried out at the same time. It 
revealed that employees also identi-
fied areas of activity and some wanted 
a cultural change. 

After these preparations, the compa-
ny was faced with the questions: 
 › How do we reach a common un-

derstanding of leadership which is 

also documented in management 
guidelines? 

 › How can we anchor the desired 
understanding of leadership in 
the minds of all managers from 
the top-down and teach them the 
necessary skills? And:

 › How do we bring about the desi-
red cultural change?

To be fit for tomorrow’s market 
and to anchor the pursuit of 
improvement and quality in the 
company’s DNA, the perfume 
manufacturer Mäurer & Wirtz 
started an extensive project to 
develop its leadership and its 
corporate culture.

Discovering and pro-actively 
designing business culture

DISCOvERINg & DESIgNINg CuLTuRE  
The Mäurer & Wirtz emblem of cultural change  

also became the model in the project

MÄuRER & WIRTZ is a fifth genera-
tion family business and one of the 
leading European establishments 
for high-quality fragrances and 
care products. As an international 
player, worlds of fragrance were 
created for popular fashion brands, 
designer labels and brand classics 
- the public primarily knows the 
company for its cult brand, 4711.
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Multilevel Change Project

Mäurer & Wirtz took on the services 
of the Machwürth Team Internatio-
nal (MTI), Visselhövede, corporate 
consultancy company for support in 
getting through these challenges. In 
collaboration with the company ma-
nagement and HR division of Mäurer 
& Wirtz, they drew up a three stage 
change concept:
 › Stage 1: Management staff deve-

lop the management guidelines in 
workshops.

 › Stage 2: Those who are subordi-
nate to them (heads of department) 
develop the required skills to meet 
the management guidelines in a 
Management Staff Development 
Programme (MSDP), in order to 
lead their department and emplo-
yees as desired. A corresponding 
MSDP is then carried out for shift 
managers.

 › Stage 3: Mäurer & Wirtz starts a 
top-down process which defines 
how the company’s culture should 
look in the future and what needs to 
be done to achieve this.

The following criteria for success were 
defined for the overall project in ac-
cordance with the MTI Project Leader, 
Marion Quaas-Reinhard’s statements.
 › Criteria 1: The employees should 

be so engaged across the depart-
ments and hierarchies that they vo-
luntarily contribute toward creating 
the new culture.

 › Criteria 2: The MSDP gives ma-
nagement staff the skills from the 
top down to be able to support their 
employees in the implementation of 
the agreed measures of the culture 
project (stage 3) and guide them 
through the change process.

 › Criteria 3: The management  
staff sustainably show the desired 
management behaviour and conti-
nually move the corporate culture 
in the right direction with their 
employees, as this is important to 
achieving the goals associated with 
“Strategy 2020”.

Those in charge at Mäurer & Wirtz at-
tached real importance to ‘Criteria 2’ - “be-
cause the implementation of the measu-
res decided in Stage 3 should take place 
largely on its own” - i.e. without MTI sup-
port, explains Marion Quaas-Reinhard.

Managers play a key role

This is why the two management 
development programmes for the 
heads of department (MSDP 1) and 
the shift managers (MSDP 2) were 
scheduled in advance of the actual 
culture project (Stage 3). This should, 
as HR Manager Jussen emphasises, 
“develop management personalities, 
which, while maintaining their own per-
sonalities, enable them to act in a way 
which corresponds with the manage-
ment guidelines and corporate target 
setting”. 

That is why a MBTI personality profile 
was developed before the start of the 
MSDP qualification measures. They 
served as the basis for two-person 
discussions with MTI consultants. This 
was followed by individual orientation 
discussions with their superiors, in-
cluding the definition of their personal 
development goals, before the actual 
qualification process started. 

As MTI Project Manager, Quaas-
Reinhard explains, during the quali-
fication process, management staff 
were shown a four-layered process 
which comprised the following 
three dimensions:  

 › Leading Yourself, 
 › Leading People and 
 › Leading Business. 

These were the corresponding names 
of the three educational modules in 
MSDP 1. 

The desired culture was to be  
experienced during all areas of the 
overall project. That is why the two 
groups of participants in MSDP 1 were  

4711 EAu DE COLOgNE 
The brand implies 222 years 
of cultural history, emotion and 
passion 
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consciously mixed up over  
different functional areas of the  
company. The executive team also  
prepared a list of possible management  
projects in advance. The participants 
worked on these in small groups as 
part of the MSDP 1, in addition to their  
everyday work. The MSDP 1 had similar  
learning and development objectives 
to the MSDP 2 for shift managers. 
As they are only the professional  
superiors of their employees, unlike the  
department managers, they fulfil a 
different function within the company 
and the focus of the course content 
was slightly different. A considera-
ble part of both MSDP courses was 
the topic of Change Management, 
because managers have to support 
their employees in the desired cultu-
ral change and implementation of the  
necessary measures. 

Project Progression

Between May and July 2014, mem-
bers of management initially drew up a 
draft of the management guidelines in 

workshops. A kick-off workshop then 
took place at the end of September 
for the MSDP 1 participants and their 
superiors. The heads of department 
then developed the management gui-
delines further; they were also intro-
duced to the planned MSDP program-
me and the participants outlined their 
expectations and desires for change. 
The control team then fine-tuned the 
programme. At the same time, the 
MBTI personality profiles of the parti-
cipants were created and the first par-
ticipant orientation conversations took 
place with their management staff - 
“to find out where they stood and ag-
ree on their development objectives”, 
explains Personnel Development Ma-
nager, Jill Ben Cadi.  

The first three-day MSDP 1 qualifica-
tion module, “Leading Yourself”, took 
place at the end of November 2014, 
divided into two groups of around 
15 people each. Key topics inclu-
ded: Roles/function of management, 
leadership mind set, management 
tasks and tools, leading by personality, 
self-management. After the first qua-
lification module, participants started 

their management projects in small 
groups alongside their everyday work. 

This was followed by two other three-
day qualification modules, “Leading 
People” and “Leading Business” in 
spring 2015.  The key topics were:
 › Leading People: the appropriate 

leadership style (situational, type-
specific, systematic leadership), 
Diversity Management, leadership 
communication, leading teams to 
success.  

 › Leading Business: Managing busi-
ness, collaborating with stakehol-
ders, organisation culture (busi-
ness relevance), leading during 
change processes.

There was then a second orientation 
discussion with participants and the 
management staff, before the two 
groups underwent the final events 
at the end of August 2015. During  
these events, the participants pre-
sented the results of their project 
work, which involved independent 
work on current topics within the 
company, to their colleagues and su-
periors, as well as to management 

Values and leadership

Value ProfileTM and
Management Guidelines

highlight 4: <<GO liVe>> 
and celebration of culture

culTure cOnference

fiT fOr chanGe

systemic Management staff 
development programme

leadinG chanGe

Transformation project 
with 4 highlights

culTure repOrT

Highlight 1: Defining cur-
rent culture

fuTure wOrkshOps

highlight 2: working out 
cultural images

fields Of acTiOn

highlight 3: working inde-
pendently

STAgES Of THE PROjECT PROgRESSION 
The journey of change consists of 3 route stages 
and the highlights of the transformation project 
“M&W Discovering and Designing culture“
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representatives. They also evaluated 
their development within the MSDP 
and readied themselves for their 
tasks within the culture project. The 
MSDP 2 for shift managers then star-
ted in October 2015.

future Workshops 

The culture project has already be-
gun Stage 3. To this end, Mäurer & 
Wirtz set up a project control team 
made up of representatives from the 
HR department and other areas of 
the company and corporate consul-
tants from MTI at the beginning of 
2015; there is also a sounding board 
which has people from a cross-sec-
tion of all departments and all hier-
archy levels. From March to June 
2015, a top-down interview cascade 
took place to look at the current and 
desired future corporate culture by 
taking into account the following four 
levels:

 › symptoms, 
 › structures, processes, procedures, 
 › human behaviour and 
 › self-conception, values, rules. 

The following top-down process was 
started after the results of the interview 

cascade were presented: First, the exe-
cutives and management met for a one-
day future workshop in August 2015. 
Together they considered: What should 
our culture look like in the future? And: 
Which cultural images (dimensions) are 
relevant? Afterwards, they defined the 
five cultural images of “leadership”, “in-
teraction”, “communication”, “systema-
tic” and “business”. They also named 
sponsors on a divisional level. They 
would be the point of contact when 
changing the individual cultural images.

Another two-day future workshop was 
held in September 2015 with the exe-
cutive board, management staff and 
heads of department. Three to six fields 
of action were defined for each of the 
five cultural images.  In addition, ma-
nagement staff were identified who 
should be the ”owners” of the fields of 
action and the central drivers in their 
processing.

This was followed a month later by  
another two-day future workshop with 
employees, the CEO, the cultural 

WHAT IS TODAy - WHAT IS TOMORROW 
Design of the entire process and every subcomponent with the ”Systemic U-Process 
for a sustainable transformation”

THE SySTEMIC LEADERSHIP MODEL
...served as a basis in the cultural change project  

and enabled a balance between stability and agility in the company
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images sponsors and the “owners” of 
the fields of action, so that, as Quaas-
Reinhard explained, all hierarchy levels 
would be involved in the development 
of the cultural project. The cultural ima-
ges and fields of action were presen-
ted to the employees during the future 
workshops. Interdepartmental work 
teams were then formed on a volun-
tary basis. Almost 50 percent of the 
workforce got involved in them. They 
were to work on what needed to be 
changed in the individual fields of ac-
tion in the following months.

Work teams identify a need for 
change

The teams started their work after kick-
off meetings in November 2015. They 
informed the project control team about 
the state of their development every 
two months, who in turn passed this on 
to the executive board. A management 
meeting took place in March 2016 with 
the owners, CEO, cultural image spon-
sors and field of action owners, in or-
der to provide cross-department and 
hierarchy information on the status of 
the project. Relevant decisions were 
also made on further work of the work 
teams.

As a result of the interdepartmental 
and cross-hierarchy project work, the 
future image of the five cultural ima-

ges was presented in May 2016, along 
with a detailed description of the resul-
ting fields of action. A festive kick-off 
event took place in June 2016 with all 
of the employees, management staff 
and the owners. This event allowed 
them to learn about the cultural ima-
ges, the fields of action and measures. 
To further build motivation, during the 
event the employees were shown two 
specially created films that showed the 
desired culture at Mäurer & Wirtz, ex-
plains Head of the Brand Unit Beauty/
Prestige, Daniela Wolski. A special 
“culture scent” was also developed 
and bottles of it were handed out to the 
employees. Since then, Mäurer & Wirtz 
has been implementing the measures 
outlined in the culture project. This 
process is aimed at continual impro-
vement and is managed by the project 
control team. It gets regular feedback 
from the sounding board: ”Are we (still) 
on the right path?” and “What is the 
mood like in the company?” Further 
measures and steps for development 
are planned based on this feedback.

Winning over employees as allies

This approach is one which the com-
pany took from the start of the project 
and is based on the following insights:
 › The process of cultural change 

is a long journey, during which 
the framework conditions can 

also change. The decisions 
made must therefore be che-
cked regularly.

 › Anchoring the (thought and 
behavioural) structures into the 
organisation of constantly stri-
ving for improvement and there-
fore quality, is a never-ending 
process which always requires 
new impetus.

This is why a conscious decision was 
made to not plan the entire project in 
detail from the outset. It dealt more 
with developing a fine concept with 
a repetitive process in which the pro-
ject control team, sounding board and 
executive staff regularly asked them-
selves: What is the correct path? And: 
Are we still on the correct path?

The cultural project should motivate 
as many employees as possible to 
actively participate. This is why one 
of the first milestones was: How many 
employees voluntarily participated in 
the group interviews at the start of the 
project? The target was 15 percent, 
but around half of the employees ac-
tually took part - because the beha-
vioural changes in their management 
staff, initiated in the MSDP, told them 
that something was happening in the 
company. Their commitment to the fu-
ture workshops was correspondingly 
positive, as was their conclusion of to-
dos in the 19 fields of action as part of 
the work groups. 
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Turning a company into a 
“learning organisation”

The company’s project objective of 
activating the “human resource” and 
utilising it better was fully achieved. 
According to the HR Manager, Yvonne 
Jussen, it is also clear that the MSDP 
and cultural project also have:
 › made the company more proactive 

on the market, 
 › made employees cooperate more 

effectively across departments and 
functions and 

 › shown more initiative and respon-
sibility in their tasks. 

As Managing Director, Thomas See-
ger-Helbach, emphasises, this is pro-
ven in the already initiated changes 

brought about by the fields of action 
as part of the change project and the 
“quick wins” already achieved. There 
is also proof in the regular feedback 
from the organisation. It shows: Em-
ployees feel that the behaviour of 
management staff has significantly 
changed. They lead the employees in 
a more cooperative and collaborative 
manner and convey more meaningful 
context, as well as short, middle and 
long-term goals to be observed during 
their (collaborative) work. 

By carrying out this project, the  
medium-sized company, Mäurer & 
Wirtz, wanted to create the neces-
sary culture within their organisation 
to enable them to be successful in a 
dynamic market and give them the 
chance to actively take advantage of 
globalisation and technical progress.   

That is why the two main objectives 
were:
 › The company should develop into 

a “learning organisation” which 
recognises and actively utilises 
chances to improve without exter-
nal support. And:

 › The pursuit of improvement and 
quality should be anchored in the 
company’s DNA.

Therefore it was not limited, as it 
often is in medium-sized enterpri-
ses, to dealing with acute needs of 
individual improvement initiatives 
on a structural or behavioural level. 
The project managers were guided 
by the motto: If we want to achieve 
these development goals, we also 
have to intensively deal with the topic 
of values and define the values that 
(should) characterise our corporate 

strategy 2020

internationalisation of 
the business strengthening of own brands

market position and rOi
focus on peoplecultural change

brand development

future

leadership
sustainable

together

growth potentialdynamic

discover
fuTuRE TOPICS 

The wordcloud illustrates the 
guiding themes that concern 

the company regarding the 
future

4711 ACQuA COLONIA
New compositions are very popular - employees are 
planing the next steps
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and leadership culture; because only 
then can we share common values 
which can then be used to carry out 
the individual changes. This is why 
the topic of values played a central 
role throughout the project.

A Benchmark for SMEs

This holistic approach, which is  
aimed at a sustainable cultural 
change, fascinated the jury of the 
German Association of Trainers, 
Consultants and Coaches (Berufs-
verband für Trainer, Berater und 

Coaches (BDVT)). That is why 
Mäurer & Wirtz and the Machwürth 
Team were awarded bronze in the  
European Award for Training, 
Consulting and Coaching in 
2016/17 as part of this year’s 
“Zukunft Personal” trade fair. In 
their laudation, they stressed  
that the way Mäurer & Wirtz strategi-
cally and systematically dealt with their  
cultural change instead of limiting 
themselves to individual ad-hoc 
and acute measures might well  
be unique in all of Germany’s corporate  
landscape. This makes the company  
a pioneer in the SME sector.

Marion has been a 
coach and organi-
sational consultant 
for 19 years. Since 
1996 she accom-
panies small and 
medium-sized 

companies and global corporations 
implementing projects in personnel 
and organisational development, 
change management and leadership 
development. Further key topics are 
development of potential and systemic 
conflict management.

WRITTEN By

Marion Quaas-Reinhard 
MTI Senior Consultant


