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by Guido Quelle

oo The intended recipient could have sent us a check
for EUR 39.95, or asked us for an invoice to that
amount.
oo He could have made a donation to a charity to that
amount and then informed me.
oo He could have used the book as a prize to raffle off
among his employees.
oo He could have added the book to his company’s library to ensure that as many employees as possible
could benefit from it.
Instead the speaker decided that the best thing to do
with the book, which I had sent him in the firm belief
that it would help him, was to send it back. I don’t take it
personally, but I do find it way over the top. When compliance policies no longer allow room for exceptions,
but instead exempt a company’s employees – all the way
up to the Senior Management – from having to make decisions and as such no longer require them to exercise
their own judgment, then those policies are a sign of an

Of course rules and policies have to be enforced once
they have been established; I have no qualms with that.
My point is that in this particular case – and in many
others I know – the rule is absurd. Conveying a sense of
what is suitable, having intensive in-house discussions
about “right” and “wrong,” and promoting the ability to
make suitable decisions case-by-case and on a healthy
ethical and moral basis are essential duties of the leadership. All too often, company-wide compliance policies
are simple blanket solutions, taking decisions away from
the employees – again: even as high up as the Senior Management – that it would have been better to discuss.
Compliance is an important topic. But in upholding
compliance, be sure not to disenfranchise your employees. Instead, make sure there is a healthy dialogue about
what your company considers to be right or wrong. Such
dialogues, which need to be actively maintained, ensure
that better decisions will be made in other cases that have
nothing to do with accepting or rejecting gifts, because
those decisions will be based on a more comprehensive
standpoint. Don’t let the bureaucrats tell you everything
has to be off-limits. Remind them that we’re all mature
adults, and that adults have the right to talk about what
should be allowed at their company and what shouldn’t.
The right to active involvement in decision-making goes
hand in hand with the responsibility for making sound
judgments, two factors that are essential aspects of
growth-oriented thinking.
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This is a wonderful example of not knowing when to
make an exception to the rule. Even if they had decided
the rule still had to apply for a book that costs EUR 39.95,
there are a number of ways they could have handled the
situation better. Here are four:

unthinking bureaucracy. Does anyone honestly believe
that companies win consulting assignments worth a few
hundred thousand euros on the basis of a free book?
Please, let’s be serious.

Imprint

I recently sent the speaker for the Senior Management of
a major company a copy of my book “Profitable Growth”
with a personal dedication inside, because I felt the book
could help his company. Imagine my surprise when the
book was sent back to me with a note explaining that
the company’s employees were not allowed to accept
gifts. What’s more, the note was signed by the speaker
himself, i.e., by the very person I had sent it to!

Strategy & Leadership

Inflexible Compliance Rules
or Judging What is Suitable?
It’s Up to You.

CEO-TIPP

Strategy & Leadership
by Guido Quelle

oo What is the suitable amount of financial resources
that the Sales department should be allotted so that
it can “shake up” the market?
oo What is a suitable amount of additional services (and
accompanying additional investment in time and
money) that we want to offer our top customers as a
special bonus?
Sample detail questions that crop up during our projects,
sometimes in sub-projects:
oo What would be suitable travel guidelines for our employees?
oo What could be a suitable policy for using company
cars (a topic that is sometimes debated for months
on end, and one we always try to nip in the bud)?
oo What are reasonable response times for answering
emails and / or customer requests?

Example 1: Sales strategy and market reach
Working together with one of our clients, a publicly traded company, we developed a sales strategy intended to
considerably boost their market share and to equally raise their appeal to customers. Both we and the customer
recognized that the accompanying objectives couldn’t
be reached using the resources on hand; as such, investments in personnel, in marketing work and in an expanded service portfolio were called for. However, the company had a preset rate of return that 1) had been laid out
by the Managerial Board, 2) had already been communicated to the staff, 3) had already been promised to the
shareholder and 4) had been approved by the Supervisory Board.
The goal then became to define a suitable period of time
for assessing and validating the investments in terms of
their effectiveness, and to lower the proclaimed profit
targets in a suitable way in the process.
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oo What is a suitable sum to be paid for the acquisition
of a company?

I’m sure you can think of plenty of other cases in which
the question of suitability pops up. And the answers
aren’t always easy; sometimes they call for discussion.
But it is precisely this discussion that is of special value, as dialogues about suitability give your employees
a more comprehensive grasp of relevant contexts, along
with a feel for your company’s stance on various issues.
In the following, we’ll look at more concrete examples
from our consulting work:

Imprint

In many of our consulting assignments, the goal is ultimately to make a suitable decision. It has to do with pursuing growth and the accompanying developmental stages. The questions involved are often basic and essential
ones, but in some cases details also come into play.
Sample essential questions:

Strategy & Leadership

Suitability?
What Does It Really Mean?

We helped a well-off mid-sized company to create a Code
of Conduct designed to ensure that neither the company
nor its employees could be accused of giving or accepting bribes, provided everyone adhered to the Code of
Conduct. Unlike in many “absolute” compliance rules,
we managed to find an approach that preserved the necessity of judgment on the part of the staff and even expressly encouraged them to use their own best judgment.
By the way, the dialogue, which of course started at the
Senior Management level, also proved to be extremely
fruitful in terms of discussing related topics, because in
these types of discussions the behavior of the company
and its actors in public is inevitably examined from a variety of perspectives.
Example 3: Travel and expenses
We helped another mid-sized company, which has set
new standards for profits in its sector, to adapt its internal processes to promote healthy, steady growth. In the
process, one of the side-questions that arose was how
much money was spent on e.g. parties, office equipment, travel, etc. We determined that it made good sense for the suitability of such expenses to be linked to the
company’s financial performance; in other words, in
phases characterized by high performance phases—i.e.,
by high profitability—it was advisable for employees to
fly first class on intercontinental flights if they were expected to take part in negotiations directly after their
arrival. Should the company’s performance decline, it
could always drop down to business class (by the way,
if tough negotiations are expected, in terms of “suitability” we would only recommend flying economy class if
the employee in question has a day to rest up before the
negotiations—just consider what costs you more in the
long run).

Anyone who’s ever felt truly miserable thanks to the flu
or some other short-term but thoroughly unpleasant illness knows how much worse it is if you then have to go
see a doctor, too. Granted, there are situations in which
going to the doctor right away simply makes good health
sense, but there are also plenty of “bugs” out there that
are gone again after a day. So when it comes to deciding
whether or not to enforce this policy, we always take a
look at the employee’s performance first. If we had an
employee who exploited our flexibility and had no track
record of solid performance, we would then demand
they stick to the policy in their contract, but as long as
things balance out, there’s no need to go overboard—it’s
all a matter of finding the suitable response.
At the opposite end of the spectrum from discussing
questions of suitability we find inflexible rules that lead
to a “maintain the status quo” mentality. Those working
at companies that strictly enforce rules with no leeway
tend to demonstrate an “I’m entitled to this” mentality,
which is hardly surprising because there are black-andwhite rules about what is allowed and what isn’t. But
those companies that make an effort to talk about suitability with their staff are far more likely to avoid the “I’m
entitled to this” trap. Employees who are welcome to actively take part in the discussions over what their company considers to be suitable or unsuitable tend to show a
much higher degree of personal responsibility than those who use inflexible policies to slip out of their responsibilities.

© 2013 Mandat Managementberatung GmbH, Emil-Figge-Straße 80, 44227 Dortmund, info@mandat-group.com

Imprint

As such, dialogues concerning suitability are also worthwhile from a business perspective.
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This last example comes from our own company: At Mandat, all of our employees are focused on doing what’s
best for our clients and for our company. Their employment contracts include a clause requiring them to consult a doctor and get a note from them, both on the first
day they miss work. As such, we would be within our
rights to make our employees follow this policy in every single case. But would doing so actually make sense?
No.
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Example 2: Compliance

Example 4: Working times and sick leave
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This discourse was followed by a Managerial Board decision, a green light from the Supervisory Board, and communications with the staff. The challenge now was to
communicate that this change of plans did not mean all
bets were off and none of the promises made were still
valid, but instead that we would continue to act in a suitable way with the means available to us. This initiative
was a major success, by the way.
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Professor Dr. Guido Quelle, “The Growth Driver,” is one
of the rare people worldwide who focuses on creating
profitable and sustainable growth as an entrepreneur,
consultant, author and speaker for more than 20 years.
His clients are active CEOs, general managers, senior executives, and entrepreneurs who are committed to consistent growth. With his consulting firm, Mandat GmbH of
Dortmund, Germany, he successfully conducted more
than 350 projects with 120+ renowned private and listed
companies. More than 5,000 people were involved just in
those projects that he himself managed. Prof. Quelle is
always in demand when companies are seeking the support that will enable them to continue on a course of sustained profitable growth.
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Content
oo Innovations as Motors of Growth
oo Is Your Organization Ready for Growth?
oo Conceptual Expertise of Marketing
oo The Growth-Driving Sales
oo R&D as an Innovation Plattform
oo How Strategic is Your Purchasing Department?
oo The Role of Support Departments in the Growth Process
oo Non-Profit Organizations
oo The Most Effective Strategies for Blocking Growth
oo The Motor of Growth
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Almost every company wants to grow—at least officially.
Shareholders are demanding further growth and no management team would deny that the growth of their
company is one of the top issues they are working on
every single day. However, there are barriers to growth,
and these are not only external barriers. Most often it is
not the economy, not the market and not the customer
who just “hasn’t got it.” The main barriers can be discovered inside every company, because growth always
comes from within. If the organization is not ready to
grow, initiatives to increase market share, to enter new
markets, and/or to increase profitability are destined to
fail. This book systematically addresses the main internal
barriers to growth and provides practical guidance not
only for discovering these barriers, but to systematically
overcoming them.
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Profitable Growth—Release Internal Growth
Brakes and Bring Your Company to the Next Level

Get your personal copy at amazon.com:
www.amazon.com/Profitable-GrowthInternal-Management-Professionals/
dp/3642327869
Imprint

www.springer.com

oo Springer 2012
oo 184 Pages
oo ISBN 978-3-6423-2786-5

“The nuance that distinguishes this book is the orientation that growth is measured, planned, and pursued in an orderly fashion, never growth for growth‘s sake. Guido wisely takes the reader through a strategic
approach which leads to intelligent tactics, not a frenzied tactical charge that undermines strategy.“
Alan Weiss, PhD, President Summit Consulting Group, Inc., Author Million Dollar Consulting and The Consulting Bible

© 2013 Mandat Managementberatung GmbH, Emil-Figge-Straße 80, 44227 Dortmund, info@mandat-group.com

Mandat Growthletter ®, No. 73, January 2013

׀

5

Editor Mandat Growthletter®:

Copyright Notice Pictures:

Mandat
Managementberatung GmbH
Emil-Figge-Straße 80
44227 Dortmund
Germany
Phone: +49 231 9742-390
Fax: +49 231 9742-389
info@mandat.de
www.mandat.de

Prof. Dr. Guido Quelle
guido.quelle@mandat-group.com

www.fotolia.com
© Title: Jan Krcmar
© p. 2: MAXFX,
Karin Hildebrand Lau
© p. 3: haveseen,
Karin Hildebrand Lau
© p. 5: Karin Hildebrand Lau

Mandat Consulting Group
Level 17, Dashwood House
69 Old Broad Street
London EC2M 1QS
United Kingdom
Phone: +44 207 256 4257
info@mandat-group.com
www.mandat-group.com
New York:
Mandat Consulting Group
The Seagram Building
375 Park Avenue, Suite 2607
New York, NY 10152
United States of America
Phone: +1 212 634 7466
info@mandat-group.com
www.mandat-group.com

Nadine Müller
nadine.mueller@mandat-group.com
Copyrights:
All content and functionality in this
newsletter, including text, graphics,
logos, icons, and images and the selection and arrangement thereof, is
the exclusive property of Mandat or
its licensors and is protected by international copyright laws. All rights
not expressly granted are reserved.

© p. 6: Mandat
(Prof. Dr. Guido Quelle)

Legal Disclaimer:
Mandat Managementberatung
GmbH shall not be held responsible
for the contents of a page accessed
via such a link. Mandat Managementberatung GmbH reserves the
right to amend or supplement the
information supplied without prior
notice.

Book Information

London:

Assistance Mandat Growthletter®:

Strategy & Leadership

Dortmund:

CEO-TIPP

Imprint

Managing Partner:
Prof. Dr. Guido Quelle
Commercial Register:
District Court of Dortmund HRB 8803

Imprint

VAT NO.:
DE 124727551

© 2013 Mandat Managementberatung GmbH

