
 

 

 

Confidential Memo 
 
 
TO:   Dennis Connors 
FROM:  Amy Plew 
SUBJECT:  Advice and Counsel on EU Design 
DATE:  March 8, 2021 
 

 
Founded by Italian entrepreneur in 1999 and headquartered in New York and Hong Kong, 

Roberto Berardi has continued to lead the EU Design organization over the past twenty years.  

The organization now finds itself at a critical crossroad and I have been asked to review the 

current state of the organization.  I have also been asked to provide advice and counsel 

regarding potential improvements within the organization.  In this memo, I will address the 

current status by using Casual Loop Diagrams:  Management of Workload (Blue), Supply and 

Product (Green), Employee Incentives (Red), Quality and Suppliers (yellow), and the overall 

Organzation.  I will also provide an overview and analysis under each diagram with my 

recommendations for improvement.   

 

 

 

 

 



 

 

Blue Loop (Management of Workload-Balancing) 

 

 
The diagram above demonstrates the flow of working hours, exhaustion, efficiency and multi-

tasking of the organization.   EU Design and their team have experienced long working hours 

due to the size of the small team and the multitasking it requires to run an organization across 

multiple time zones.  With offices in New York and Hong Kong, and team members cover 

various activities across the organization which may lead to exhaustion.  This demonstrates a 

balancing loop. 

 

 

 

 

 

 

 

 

 

 



 

 

 

Green Loop (Supply and Product - Balancing) 

 

 
The diagram above demonstrates the Supply and Product cycle.  At the beginning of EU Design, 

there were multiple suppliers which increased the variety of products to customers. As the 

variety of products increased, efficiency with the team and within the organization decreased.  

As efficiency decreased, more team members were required to multitask.  Once Broad Product 

Range Management was introduced, the number of suppliers were able to be managed.   As the 

number of suppliers increased, so did the variety of products EU Design was able to offer its 

customers.  This demonstrates a balancing loop. 

 

 
 
 
 
 
 
 
 
 
 



 

 

 

Red Loop (Employees Incentives -Reinforcing) 

 

 
 
The diagram above demonstrates the Employee Incentive loop.  EU Design has given its 

employees maximum flexibility to manage themselves as well as their workload.  Two 

indications of this behavior were generous holidays and the freedom to set their daily schedules 

accordingly to maximize production.   

 

As outlined above, this motivated the staff, which then led to the perceived commitment of the 

staff.  Multitasking led to broad product range management which led to better relationships 

with clients. This increased overall customer satisfaction where EU Design became a one-stop 

shop for its customers.  This approach served the company well with increased performance and 

margin improvements allowing the company to increase salary levels.  This loop demonstrates a 

reinforcing loop. 

 
 
 
 
 



 

 

 
 
 
Yellow Loop (Quality and Suppliers - Balancing) 
 

 
 
 
EU Design Broad Product Range Management has allowed the team members to engage with a 

number of suppliers.  While this has been helpful with providing new products to customers, it 

has been a concern with the quality of suppliers.  If the quality of suppliers is low, then this will 

affect the product quality which will require more multitasking on behalf the employees to deal 

with the quality product issues.  The quality of suppliers determines the company’s ability to 

make quality products which makes this loop balancing. 

 
  
 
 
 
 
 
 
 
 



 

 

 
 
UE Design Systems Model (Balancing) 

 

 

 

 

The diagram above demonstrates the entire systems model by EU Design.  In my analysis, you 

will notice the Systems Model Diagram loop combines the entire process at EU Design.  The 

overall main driver of the business performance is the yellow loop, which is reinforcing.  As the 

quality of suppliers increases and the product quality increases so is there an increase in 

customer satisfaction. When customer satisfaction is high, so is company performance.  

 

The threat in the green loop is broad product range management and the number of suppliers.  

As the number of suppliers increase so does the variety of products, which may impact 

efficiency.  This loop is demonstrated balancing.   

 

As multitasking of the team increases the working hours increase and exhaustion is the 

downside of efficiency.  This loop (blue) is balancing.  



 

 

At the center of the entire process is the red loop or the employee satisfaction.  Staff motivation 

is driven from generous holidays and freedom to make their own decisions on how to perform 

their job function.  Staff commitment is   

 

There are a few leverage points in the EU System that may provide opportunity for further 

growth and my recommendation are outlined below: 

 

Management of Workload (Blue Loop) 

Leverage Point:  Efficiency 

Why:  Engaged Employees will be Happier in their Jobs 

Potential Outcome:  Increase Team Member Efficiency 

• In order to manage maximum efficiency and limit exhaustion among the team, consider 

cross-functional training between New York and Hong Kong locations 

• Consider creating clear and concise job descriptions in order for team members to know 

their seat on the bus and how they can contribute to the overall shared vision and goals 

of the company 

• Consider flex time for the team in order to engage with them during their fullest point of 

the day potential.  Morning team members work earlier times of the day and team 

members that prefer to get up late work later 

 

Supply and Product (Green Loop) 

Leverage Point:  Supplier Relationships 

Why:  In order to have Quality Products you must have Quality Suppliers 

Potential Outcome: Optimize Supplier Relationships 

• Consider expanding the number of suppliers in order to expand product availability and 

minimize single supplier exposure 



 

 

• Consider selecting suppliers in multiple time zones to increase the efficiency of product 

delivery and availability 

• Consider selecting suppliers with cultural diversity so company is not reliant on source of 

supplier during peak holiday season (Chinese New Year) 

 

Leverage Point:  Team Efficiency 

Why:  Increasing the Team Efficiency is Critical to Customer and Supplier 

Relationships 

Potential Outcome:  Increase Team Engagement 

• Consider work hours within the teams in both locations so the company can cover more 

time of the day to communicate with the suppliers 

• Consider creating tools and software to allow team members to share information with 

each other and make multitasking more efficient 

• Consider the implementation of team leads for consistency of communication and 

direction with suppliers 

 

Employee Incentives (Red Loop) 

Leverage Point:  Staff Motivation  

Why:  Keeping the Staff Fully Engaged and Motivated will Enable Them to Take 

Care of Customers 

Potential Outcome:  Increased Customer and Supplier Satisfaction 

• Consider creating a mission, vision and values for the organization including Goals and 

Objectives for the entire organization 

• Consider creating a short and mid incentive program based on customer satisfaction 

scores 



 

 

• Consider creating “new idea to launch” program that will provide the opportunity for 

employees the launch their creative new trims or other product ideas and share in the 

license, royalty 

 

Quality and Supply (Yellow Loop) 

Leverage Point:  Quality of Suppliers  

Why:  Product Quality is Key to Attracting New Customers 

Potential Outcome:  Increase Product Quality 

• Consider meeting and engaging with new suppliers who work with premier trimmings to 

enhance product portfolio 

• Consider partnering with suppliers who have like shared vision and goals for their 

organization to increase the connectedness of the team 

• Consider suppliers outside of Italy and Hong Kong in order to bring improved quality to 

the trimmings and perhaps beyond trims 

 

In conclusion, EU Design has a bright future ahead of them with potential room for the growth.  

With the recommendations listed above, this will provide an immediate roadmap for areas of 

collective improvement that will allow the employees to come alongside of you on the journey 

with a revitalized sense of community for EU Design.  When people truly share a vison they are 

connected, bound together by a common aspiration.  (Senge, p. 192) 

 

By implementing a shared vision for Quality, Efficiency, Customer Satisfaction and Employee 

Engagement, this will place a firm foundation of building long term growth.  Team learning will 

be critical on each stage of your growth journey and is the process of aligning and developing the 

capacity of a team to create the results its members truly desire. (Senge, p. 218). 

 

 



 

 

 

Anderson, V., & Johnson, L. (1997). Systems thinking basics: From concepts to causal loops. 

Pegasus Comm., Inc. 

 

Senge, P.M. (2006). The fifth discipline: The art and practice of the learning organization. New 

York: Currency Books. 


