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WE MASTER CHANGES.
TOGETHER.

COMPREHENSIVE REORGANIZATION 
AND STRATEGIC REALIGNMENT

The Challenges of Reorganizing a 
Leading Beverage Producer 



Haselhorst Associates evaluated various options in this respect, 
including focusing on the company’s key area of business: beer 
products. It emphasized here expanding and strengthening the 
company’s own-brand and brand-name products in the beer 
segment, which promised stable contribution margins subject 
to a relatively low level of complexity. 

Another aspect of the reorganization process was optimization  
of the company’s production lines. The long-term utilization 
(without affecting net income) of a modern, currently loss-
making, production line in which the company had heavily  
invested was a key component here. Major customer contracts 
for other production lines were deliberately used in order to 
ensure financial support for this structural adjustment. At the 
same time, a targeted investment program was implemented 
in order to achieve further production efficiency gains. More- 
over, possible expansion options were identified and assessed in 
order to utilize market potential to the greatest possible extent  
and to safeguard the company’s long-term market position.

PHASE II: IMPLEMENTATION AND MANAGEMENT 
OF THE REORGANIZATION MEASURES  

The second phase of the reorganization process focused on 
the successful implementation and management of the mea-
sures which had been drawn up. Ms. Sabrina Hirniak joined 
the company’s management team as its Co-CEO, CFO and CRO 
(Chief Restructuring Officer). 

An initial package of measures was intended to leverage sales 
potential while taking current market conditions into conside-
ration. Existing resources and capacities were to be optimally 
utilized in order to boost turnover and improve market pene-
tration. 

TASK

RESPONSIBILITY FOR THE REORGANIZATION  
PROCESS AS CO-CEO, CFO AND CHIEF  
RESTRUCTURING OFFICER (CRO)

As a leading beverage producer from the German-speaking 
world with sales markets in over 50 countries worldwide and 
a particularly strong focus on German-speaking countries, 
our client achieves an annual sales volume in the low-nine-
digit euro range. This medium-sized enterprise operates in the 
brand-name, own-brand and contract-bottling segments and 
supplies well-known retailers in the industry. 

Over the past few years, the company found itself in financial  
difficulties as a result of surplus capacities on the market. 
The decline in demand for beverages containing beer and the  
growing market power of large retailers (e.g. leading super- 
market chains and discounters) hampered sales. In addition, 
the company made management errors in the form of poor  
investment decisions. 

To save the company from a crisis jeopardizing its existence, as 
an external consultancy Haselhorst Associates was tasked with 
the preparation of a comprehensive reorganization concept. 
Through subsequent operational management of the restruc-
turing process via a CRO seat on the company’s executive board 
(together with an accompanying team), the aim was to re- 
establish the viability of this beverage producer and put it back 
on track for long-term success. 

Approach

PHASE I: POTENTIAL ANALYSIS AND DEFINITION 
OF THE REORGANIZATION GOAL  

Haselhorst Associates’ project team began by carrying out a 
comprehensive status quo analysis of the company’s financial 
situation. It also directly analyzed the competitive environment 
and the company’s product portfolio. 

In addition, our project team prepared in-depth planning  
covering both short-and long-term measures to restore the 
company’s profitability. In particular, the goal was for this  
planning to demonstrate how the company could close an  
earnings gap in the low-eight-digit range (EBITDA). Our plan-
ning served as a basis for the preparation of a comprehensive 
reorganization concept. 

The reorganization planning included reestablishing the 
company’s profitability by optimizing its operational processes 
as well as immediately reducing its liquidity outflow. The short-
term priority was to safeguard the company’s going-concern 
status, while in the medium term the aim was to strengthen its 
competitiveness and strategic positioning. 

Background 

SUCCESSFUL REORGANIZATION DESPITE A MARKET  
ENVIRONMENT WHICH REMAINS CHALLENGING 

In 2022 and 2023, the company failed to implement neces-
sary price adjustments and consistently pass on inflation-
related cost increases. Its business also suffered due to a 
general decline in demand, particularly for products contai-
ning beer in Europe and German-speaking countries. This 
trend was further aggravated by the high inflation levels in 
the Eurozone as well as the Russia-Ukraine war. 

This multi-crisis scenario also hampered the reorganization 
of our client. Throughout the process, its management was 
obliged to respond flexibly to changing market conditions. 
A consistent and entrepreneurially-minded response on the 
part of the management was essential for the successful 
execution of the reorganization process – based on trans-
parent information on the company’s situation. Continuous 
communication with all of the stakeholders involved also 
played a decisive role. 
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Sales strategies were adjusted and optimized in order to 
strengthen existing customer relationships and develop new 
market potential. 

A separate package of measures focused on optimal use of PET 
production lines. In particular, the cost-effectiveness of pro-
duction and the contribution made to the contribution margin  
accounting were analyzed. A key aspect was the strategic adjust- 
ment of the company’s customer portfolio: Small contracts 
with a low production volume were to be gradually reduced 
in order to maximize utilization of the PET lines for major con-
tracts and make more efficient use of the market potential  
offered by these production lines. 

Extensive potential savings were identified in the area of 
purchasing. A comprehensive purchasing policy was imple-
mented and the company’s organizational structure in its 
purchasing department adjusted accordingly. As well as the  
potential relating to raw materials purchasing, further expenses  
(other operating expenses) were also analyzed in order to 
achieve savings in these areas. 

In the field of operations and supply chain management, the 
measures implemented focused above all on optimizing pro-
duction processes to increase OEE as well as job preparation 
and maintenance. Efficiency gains were realized and costs 
brought down via targeted adjustments to these processes. 

The adjustment of the company’s organizational structures and 
processes was another key aspect of the reorganization process.  
Streamlining every aspect of its business organization, opti-
mizing interfaces and clearly allocating responsibilities helped 
to increase the level of efficiency throughout the company’s 
structure and to speed up decision-making processes. This was 
implemented on the basis of detailed process analyses (more 
than 250 core processes) as well as job descriptions for key  
positions. 

The adjustment of management tools covering every area of 
the business was another important component. Improved 
reporting optimized the decision-making process and made it 
possible to implement countermeasures early on in the event 
of any deviations. In particular, this enabled transparent cost 
and liquidity control. 

At the same time, potential M&A options were screened in 
order to identify further growth opportunities. These options 

were assessed in terms of their strategic suitability in order to 
strengthen the company even further.

PHASE III: COMPLETION AND HANDOVER  
TO NEW MANAGEMENT 

In Phase III, the project was completed by means of a structured  
handover to the new management. This was achieved by provi-
ding a comprehensive set of relevant data as well as explanatory  
meetings which took place over the course of a week. Decision- 
makers were included and kept up-to-date throughout the  
project, so as to avoid any unexpected surprises. 

Benefits

COURSE SET FOR LONG-TERM GROWTH 

The reorganization concept envisaged the professionalization 
of structures and processes as well as the company’s realization  
of significant efficiency gains. The company’s restructuring  
enabled a lasting improvement in its profitability, financing 
structure and liquidity. In addition, our CRO and her team 
succeeded in implementing the necessary measures for the 
company’s strategic realignment. The company now has a  
significantly slimmer product portfolio, which is reflected in 
larger production batches and a reduced level of complexity. 
Under its new management, the company is now set for stable 
growth. 

In detail
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Haselhorst Associates Consulting is a consultancy with a successful track record of market growth spanning a 
period of more than 20 years. The firm specializes in restructuring, strategic consulting, profit improvement 
as well as all-round concepts for smart cities and the digitalization of companies. Its team of internationally 
experienced consultants have long-standing know-how in a wide range of business segments. 

This knowledge together with the methodological and implementation expertise of the firm’s team of  
consultants underpins its partnerships with its clients which are based on mutual trust. Besides small and  
medium-sized enterprises, DAX-listed corporations also number among Haselhorst Associates Consulting’s  
clients. 

Sabrina Hirniak – Associate Partner 
s.hirniak@haselhorst-associates.com
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