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How LANXESS turned
Commercial

Excellence into a
transformation engine.

A €7B specialty-chemicals leader rebuilt commercial capability around
mindset, real work, and measured adaptive capacity, and delivered growth
tracked monthly by finance.

EBITDA contribution against plan

Tracked monthly by finance, in under 18 months, across the full Commercial
Excellence portfolio, with the Commercial Excellence Academy at its center.

THE OPERATOR

Roy van Griensven
Head of Business Transformation, LANXESS

FORMAT

Proof case
8 minutes
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He had watched the beautifully designed
version of this program fail before.

Roy joined a company under real financial pressure in difficult markets, and inherited
a classroom-style capability program from a top-tier strategy consulting firm:
academically correct, logical, beautifully designed.

He had seen the same design fail before: strong attendance, strong feedback scores,
and no durable change in how teams worked or how the business performed. The
scoreboard said the program was working right up until the point where the business
should have shown it.

Early in his tenure he recommended a different approach, and the executive team let
him build it from the ground up, which is the part most operators rarely get, and the
reason this case is worth reading.

THE INHERITED DESIGN

Train now, behave later.

It treated behavior as a downstream
consequence of training, something
that would follow once enough
people had attended, and enough
slides had been delivered.

THE FATAL FLAW

Behavior was left out.

Attendance and satisfaction were
measured carefully. How teams
worked once the sessions ended,
and what the business earned as a

result, were not, so the program
reported success while the numbers
said otherwise.

The program was not badly built.
It was built for the wrong problem.



emmsse THE OPERATOR’S VIEW

“You don’t build lasting capabilities
in a classroom — you do it by
igniting intrinsic motivation and
working on real issues and
opportunities.”

— Roy van Griensven, Head of Business Transformation, LANXESS
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Sequencing is the secret, and the
Academy ran it in reverse order.

The Academy rested on two design choices: the order the work lands in, and the
path each cohort moves through together.

Tool-Set

Tools on demand, adopted because
teams asked for them.

Skill-Set

Skills through real work : resilience is earned on live
problems with real stakes.

Mind-Set

Eliminate passive resistance and build adaptive capacity first.

Skip it and the skills and tools that follow get rejected.

Nothing was mandated.
The order did the work instead.
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- THE AIRAS SEQUENCE

Five phases each cohort

moved through together.

A I R A S
Align Inspire Reflect Apply Scale
A red-dot vote AQ® and A two-day 90-day Proven
by the GRIT™ onsite with Dr. Growth projects
Regional assessments, Stoltz. Teams Projects™ in greenlit across
Operating plus films of 3-6 pitched the real regions and
Committee set contrasting their own business, business
the real ordinary and charters. coached units.
priorities. exemplary weekly by
behavior. senior
operators.

The prioritization was real rather than polite: no participant ever asked why they

were working on this. Coaching came from operators, not consultants, led by Ron

Denoo, with roughly thirty years at Mitsubishi Chemical, and each team presented

its outcome to a senior committee.

The convergence became hard to argue with when five business units
independently arrived at about 95% of the same pipeline setup, then asked for
it company-wide.

Teams of three to six formed around obstacles their members had named
themselves, pitched their charters science-fair style, and took them into the
business the following week.

Participants named their own obstacles.
Ownership started on day one.



emsss 04 - THE MEASURED RESULT

Mental toughness, measured
before and after.

Average - Improved 223

Above on retake LEADERS ASSESSED
Average POOLED GRIT™ - 22 TO DATE

PAIRED RETAKES LANXESS COHORTS
POOLED AQ® BAND 1-6
MOVEMENT - 74 PEAK LEARNING

PAIRED RETAKES

PEAK LEARNING

The group moved from the Average band into Above Average on AQ®, measurably
more resilient and adaptable. The science is Dr. Paul Stoltz’s: Harvard faculty and
Master Coach to the U.S. Olympic Team. Stated with its limits: two thirds of first-takers
have not yet reassessed, and the samples are too small for significance testing.

AQ® and GRIT™ are validated predictors of the outcomes that move a commercial
organization: goal attainment and advancement, quota and revenue results, output
under pressure, resilience and recovery, wellbeing and lower burnout, and
commitment and retention.

—_— Why measure it at all

Mindset work is the first thing a skeptical finance function cuts, because it usually
arrives without numbers. This one arrived with a before and an after, which is also
what let finance track the contribution month by month rather than take it on trust.

Adaptive capacity is not a soft measure.
It moved, and the business moved with it.
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Demand travelled on its own —
pull, not push.

German HQ was the hardest test: a skeptical culture that had sat through a decade
of transformation programs. The people who usually opt out leaned in.

A board member in APAC then asked, unprompted, when the Academy was coming
to APAC, before it had ever been pitched there. Cohort 7, the first in APAC, is
now signed.

FROM A PARTICIPANT FROM ANOTHER

“The ComEx Academy
is my happy place.”

“The best development
experience of my career.”

Said unprompted, in a culture that
had learned to sit out programs like
this one.

The kind of line a satisfaction survey
rarely earns, and a rollout plan
seldom buys.

The next cohort sold itself.
The field asked for it.
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Real work, real opportunities,
real growth.

7 ~300 52

COHORTS DELIVERED FRONTLINE GROWTH PROJECTS™
GLOBALLY: AMERICAS, COMMERCIAL ON REAL

EUROPE AND LEADERS THROUGH COMMERCIAL
ASIA-PACIFIC THE PROGRAM OPPORTUNITIES
2024-2026 LANXESS LANXESS

Each project was a real opportunity or execution barrier a team chose to own. Five

that delivered direct growth impact:

e New regional market entry — opens a new geography for a high-demand material across
energy, semiconductor, and EV supply chains.

e Cross-BU innovation, unmet Western supply — two business units Western-source a
material with real demand and no current Western supplier.

e Cross-BU entry into a high-growth vertical — supplier and co-innovation partner where
defense spending drives multi-year demand.

e Cross-BU go-to-market, one unit’'s Personal Care reach opens a $50-100M segment for
another’s product.

e Accelerated SKU, customer, and SDS setup — clears an internal blocker that held
quotes in queues, shortening RFP-to-offer time.

A coach-the-coach model was embedded so LANXESS can run future cohorts without
outside support, and a Copilot Al coach supports Growth Project™ teams around the
clock. Cohort 7, the first in Asia-Pacific, added 10+ new projects.

This is the system
behind TransformationOS™.



esssme THE NEXT STEP

Ready to build capability
that outlives the
program?

For Consortium members and their leadership teams, the next
step is straightforward: book a confidential Executive Briefing.
No pitch. No proposal. A candid, peer-level diagnostic.

For senior Commercial Excellence, Strategy, Transformation, and Growth leaders
at $1B+ enterprises.

Schedule Your Briefing -

( Request to Join the Consortium - )



https://calendly.com/jesse-hopps/discovery-call
https://www.linkedin.com/groups/15632029/

esse ABOUT THE CONSORTIUM

Jesse Hopps

Founder and Group Moderator of the Commercial Excellence Consortium™,
an invite-only peer community of 300+ senior executives at large global
enterprises responsible for enterprise transformation and organic growth.

The Consortium hosts monthly executive roundtables and convenes
practitioners who believe that operators, not consultants, are best positioned to
solve the hardest problems in commercial excellence.

The Commercial Excellence Consortium™ is where
you start. Fellowship™ is where you build.

Free membership is the peer room. For Commercial Excellence leaders ready to
accelerate transformation and prove measurable impact, the Fellowship™ is the
next step.

Commercial Excellence Consortium™

Free - Peer roundtables, Growth Platform access, AQ® assessments.

( Request to Join - )

Fellowship™ & Executive Council

By invitation - The 12-month engagement behind TransformationOS™ , the
mindset-first system, adaptive-capacity science, and operator coaching, with a seat on
the Executive Council for peer benchmarking, roundtables, and 1:1s.

Explore the Fellowship™ -

COMMERCIAL EXCELLENCE
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