
C A S E  S T U D Y

DEVELOPING A HIGH-PERFORMING 
AND AGILE LEADERSHIP TEAM 
TO INCREASE PERFORMANCE 
AND PROFITABILITY

How a private equity-
backed artisanal food 
manufacturer stemmed 
losses, rebuilt the 
leadership team, and 
positioned the company 
for growth.

Through a combination of add-on acquisi-
tions, capital investment, and the integra-
tion of three portfolio companies, a lead-
ing private equity firm transformed a local 
artisanal food manufacturer into a nation-
al company with a range of products and 
a portfolio of brands. To further scale the 
company and increase performance and 
profitability, the private equity firm iden-
tified the need to address operational in-
efficiencies, optimize the organizational 
structure, and develop a high-performing 
and agile leadership team.

To drive future success, the CEO of the 
company, an industry veteran, recognized 
the need to optimize the organizational 
structure, reduce the organization’s reli-
ance on him for day-to-day operations, 
and change how the senior leadership 
team worked together. Simultaneously, 
the incomplete integration of recent ac-
quisitions was negatively impacting oper-
ations and the organization’s supply chain.



“The process is becoming a new way of doing things, and people 
are embracing it. The team feel amongst the executives is 
great - supportive and collaborative and a complete change 
from the dynamic this time last year. I am very appreciative 
of the help the Brimstone team provided. It has allowed me to 
modify how I run the business. In my opinion, the business is 
much better now than it has ever been.”

– Artisanal Food Manufacturer CEO

“

The private equity firm engaged Brimstone to help 
the CEO quickly onboard two senior team mem-
bers, develop a high-performing and agile team, 
and position the company to deliver strong opera-
tional success and top-line growth.

Brimstone worked with the CEO, the senior lead-
ership team, and the private equity firm to put in 
place the conditions for success. Brimstone began 
by taking the senior leadership team, including 
the new hires, through Brimstone’s Senior Team 
Alignment Process (STAP). The STAP is Brimstone’s 
proven methodology to help organizations gain – 

and sustain – the coordination, collaboration, and 
clarity that deliver results. It is designed to align the 
senior team by clarifying strategy and setting the 
stage for strategy execution by engaging and align-
ing the organization and driving the senior team to 
high performance. The STAP linchpin is the Strate-
gic Business Framework (SBF)- an actionable frame-
work that serves as the bridge between strategy 
and execution. The SBF captures the organization’s 
key stakeholders, objectives, over-arching strate-
gies, long-term strategies, short-term initiatives, 
and metrics to track performance. 



In addition to taking the senior leadership 
team through the STAP and working with 
the team to develop an SBF, Brimstone sup-
ported the senior leadership team as they 
created and aligned on:

• “Rules of engagement” to 
model how the team would 
work together 

• A comprehensive 
communications plan to 
ensure that the organization 
would stay aligned going 
forward 

• A realistic set of operating 
mechanisms to help the 
senior leadership team 
manage the business

Additionally, Brimstone worked with the 
senior leadership team to share this new 
way of working with the broader organiza-
tion through an Organizational Alignment 
Meeting with all salaried employees.



R E S U L T S
Brimstone worked with the 
private equity firm, the CEO of 
the company, and the company’s 
senior leadership team to address 
operational inefficiencies, optimize 
the organizational structure, and 
develop a high-performing and agile 
leadership team.

• Two senior team members were 
onboarded 

• The senior team is aligned and 
working in a new way to deliver 
positive results 

• A second level of leaders was 
developed to support the 
company’s growth strategy 

• Revenue accelerated and 
the company returned to 
profitability



Brimstone is a global leader in business 

consulting. We work side by side with 

our clients, moving from strategy to 

execution and uncovering the pivot 

points for true business growth and 

transformation. Our straightforward 

methodology simultaneously aligns the 

organization and develops leaders while 

accelerating growth, performance, and 

profitability.
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