
		
			[image: Chuchvara_BalancingActOfBusiness_eBookCover.jpg]
		

	
		
			
				[image: ]
			

		

	
		
			Copyright © 2022 by Andrea Chuchvara.

			All rights reserved. No part of this book may be used or reproduced in any manner whatsoever without prior written consent of the author, except as provided by the United States of America copyright law.

			Published by Advantage, Charleston, South Carolina.
Member of Advantage Media Group.

			ADVANTAGE is a registered trademark, and the Advantage colophon is a trademark of Advantage Media Group, Inc.

			Printed in the United States of America.

			10  9  8  7  6  5  4  3  2  1

			ISBN: 978-1-64225-249-1
LCCN: 2022903790

			Cover design by David Taylor.
Layout design by Analisa Smith.

			This publication is designed to provide accurate and authoritative information in regard to the subject matter covered. It is sold with the understanding that the publisher is not engaged in rendering legal, accounting, or other professional services. If legal advice or other expert assistance is required, the services of a competent professional person should be sought.

			Advantage Media Group is a publisher of business, self-improvement, and professional development books and online learning. We help entrepreneurs, business leaders, and professionals share their Stories, Passion, and Knowledge to help others Learn & Grow. Do you have a manuscript or book idea that you would like us to consider for publishing? Please visit advantagefamily.com.

		

		
			[image: ]

			To my husband whose unconditional love, devotion, and patience fill my life with joy. 

		

		
			[image: ]

			Contents

			Foreword

			Introduction

			Chapter 1

			Tapping into Hidden Talents

			Chapter 2

			Functional Area 1: Marketing

			Chapter 3

			Functional Area 2: Sales

			Chapter 4

			Functional Area 3: Product Development and R&D

			Chapter 5

			Functional Area 4: Finance and Data Analysis

			Chapter 6

			Functional Area 5: Operations, Inventory, and Supply Chain

			Chapter 7

			Functional Area 6: People and Culture

			Chapter 8

			Functional Area 7: Risk Management

			Chapter 9

			Functional Area 8: Board of Directors

			Chapter 10

			Breakout

			Conclusion

			Acknowledgments

		

		
			[image: ]

			Foreword

			A great guide for managers …

			An easy read loaded with many practical suggestions for implementation.

			A manual for use and rereading periodically for reminders and items to consider.

			A recommended resource for top managers.

			—William M. Cockrum

			Professor, UCLA Anderson Graduate School of Management

			[image: ]

			Introduction

			My first business-improvement insight was at seven years old. After twenty minutes or so of running a very unsuccessful lemonade stand, I began to holler, “Free lemonade, free lemonade!” to everyone passing by. They would walk over with big smiles on their faces, and I would say, “Would you like some free lemonade?” To which the answer was always, “Yes, please!”

			I would return their smile with one of my own and say, “That will be five cents for the cup, please.”

			Most laughed and dug a nickel out of their pockets, a few harrumphed and walked away thirsty, but in the end, my cup business thrived.

			At an early age, I had a knack for finding solutions. When I was twelve, I longed for horseback riding lessons, but my parents said we couldn’t afford them. That didn’t stop me from dreaming, though. I would hike down the canyon to the stables and watch the other kids enjoying their lessons. One daydreamy afternoon, I noticed that the stable workers had a lunch machine with only two options: Cup-a-Soup or old, dried-up sandwiches in rigid plastic containers. Hmm, I thought, I think I’ve found my solution. Two weeks later I had my first riding lesson paid for by selling the fresh sandwiches that I made at home and sold to the workers.

			When I wasn’t trying to figure out how to fund the activities I wanted to do, I had my nose buried in a book. Oh, how I have always loved to read—to learn through reading. My parents would tell their friends that when I was little, it was books rather than soft, cuddly stuffed animals that surrounded me in bed. Books and an insatiable thirst for knowledge have been constant companions in my life. From childhood adventure stories and historical fiction to business acumen and self-improvement, books have always been an integral part of my ongoing education.

			Now I have the honor and opportunity to share my knowledge and experiences through my own book. Through the age-old tradition of storytelling, The Balancing Act of Business provides information about and understanding of how eight key functional areas of business can work together to create a balance that will enable your company to thrive.

			Join me on my journey from Neiman Marcus gift wrap girl at the age of sixteen to the sales and marketing battlegrounds of L’Oréal and Estée Lauder to a people-and-culture awakening at Donna Karan and, finally, to my current role as CEO of Cosmetic Group USA (CGUSA), a company whose revenue has grown by a factor of five under my leadership—growth that was built on the development and success of every member of our team.

			I hope my story inspires you to facilitate the success of everyone around you. As a leader, it is your job to engage in conversation, ask active questions, and extract the gems of knowledge that exist in each member of your team so that you can facilitate their success. To do that, you must understand where you stand now, how you can help your team discover ways to improve, and celebrate your team’s successes when they occur. This will require increased communication (yes, that means more meetings) because communicating is how we know we are all on the same page and in balance. Strong leaders encourage the sharing of ideas and productive communication. 

			If you’re ready to take a leap into accepting that attitudes and processes may need to change in your organization while also recognizing and celebrating the successes along the way, you’ll find the path to doing just that through my shared knowledge and experience coupled with action steps you can take in each of these eight functional areas.

			Functional Area One: Marketing

			You have a strong marketing team in place. That’s great, but it’s not enough. A marketing team operating in a silo will not spell success for your business. It’s when all departments—sales, marketing, product development, operations, finance, legal, and people and culture—are rowing in the same direction and supporting and communicating with each other that magic happens. Learn how to make the magic happen!

			Functional Area Two: Sales

			Whether you sell online, in brick-and-mortar stores, or through social sales, the customer experience remains critical and is always evolving. Find out how to stay ahead of the curve!

			Functional Area Three: Product Development and R&D

			Don’t jump the gun—envisioning and developing a new product is exciting, but shiny and new doesn’t always spell success. I’ll share my techniques for asking the tough questions in collaboration with all your functional areas that will help guide the process.

			Functional Area Four: Finance

			If your finance department is just a group that receives payments, pays bills, counts inventory, and reports outcome, change it now! The finance team is your best resource for ensuring sales are as profitable as possible—let me show you how.

			Functional Area Five: Operations

			The bottom line in operations is to discover all the variables that affect profit for your unique business and analyze them, solve for them, correct the process, and gain more profit. Let’s dig in to see where your money is going.

			Functional Area Six: People and Culture

			People want to know that you care about them and are there to help them. This is such a simple thing to do and yet so rarely put into practice. I’ll help you unpack how your company is currently facilitating everyone’s success and ways to improve that process.

			Functional Area Seven: Risk Management

			The understanding and relationship you have with your legal representation and your insurance broker are critical. Know how your quality department protects your company, your clients, and the consumer from risk. Don’t wait for a crisis to build this important support team—make sure it’s in place right now. Let’s talk about how to determine if your legal and insurance people are right for you.

			Functional Area Eight: Board of Directors

			It’s lonely at the top! But it doesn’t have to be. Your board can help you think through a problem, give advice outside of your board meetings, and be a source of connection to people that can help your company in a myriad of ways. Get ready to see your board as the powerful resource it’s meant to be.

			Through all the ups and downs of building a business, remember, there must always be celebration, not fear, in the steps you choose to take. Now, let’s get started!
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Chapter 1

			
Tapping into Hidden Talents

			I slam the stockroom door shut, lean against it, and slowly slide myself to the floor. My immediate goal is to not hyperventilate. I’ve just told my new cosmetics department of ten team members that I’d be right back, but will I? Yes, I tell myself. I can do this; I just need to breathe and focus. I can hear them all hovering outside the door complaining that there’s no merchandise for them to sell, that they can’t make any money. They all work on commission, and so they are literally at each other’s throats because their livelihoods are at stake. Right now, the way the department stands, none of them are able to make a living, and five minutes ago, they came face to face with the person who is supposed to fix it. Me, who they know as the gift wrap girl. Me, who at twenty is at least fifteen to twenty years younger than every one of them. And me, who doesn’t wear a lick of makeup.

			So how did I go from a gift wrap girl to being told by the store manager, “You got to get down there and do what you can to help”? Gumption. At sixteen I had the gumption to tell my store manager at Neiman Marcus that in addition to my gift wrap responsibilities, I would like the chance to manage the store’s supply closet, confident that I could do a better job than what was currently being done. That is how my journey to becoming the CEO of a multimillion-dollar cosmetics company began.

			Gift Wrap Girl to Inventory Guru

			I took a summer job as a gift wrapper at Neiman Marcus, a national luxury department store. At sixteen I was prepared to head off to college that fall with dreams dancing in my head of the prose and poetry of Jane Austen, Daniel Defoe, and William Blake along with a degree in English literature. I also needed to help pay my way through school. My new job entailed chatting with the customers as I wrapped their items with pretty paper and elegant bows, and then I would sit and wait for the next customer to show up. The supply room for all the departments was located in the gift wrap area. This is where the department managers would come to get their register tape and their transfer forms and their pens and pencils—anything and everything they needed to run their departments. More often than not, the supplies they were looking for weren’t there. They would go in, knock things around while muttering under their breath, and come out angry and frustrated. I was the first person they locked eyes on, and so they would unleash their litany of complaints on me. I wanted to say, “Hello, I’m sixteen and in charge of gift wrap, and I have no control over your supplies.”

			But instead I listened and watched for a while and began to visualize how much better the supply closet could be run, so I went to my store manager, and I said, “I want to be in charge of the supplies. I know I can do a better job than what’s being done here, and I need more to do.” That was it—I was in charge. Immediately, I flipped how the process was done. Instead of waiting for the department managers to come in search of their supplies, every day I would run around to all the departments, and I would look to see what supplies they were out of or running low on: register tape in the children’s department, pens and transfer forms in the men’s department. I would make a list, order the supplies that were running low, and deliver the supplies to the departments myself. Magically, gone were the complaining department managers coming to the supply area. This began my discovery of a different skill set than what I was using in my literature studies. When I started ordering the supplies, I set up a spreadsheet in Lotus, and I was able to completely organize the supply chain. So here I was, spending every free moment I had engrossed in Shakespeare and poetry and absolutely loving it but also feeling this innate ability to think operationally and organize processes, which provided me a new challenge and a great deal of satisfaction.

			My organizational skills did not go unnoticed, and it wasn’t long before one of the department managers asked the store manager why they were leaving me in gift wrap when I could be valuable on the floor, and off I was sent to the children’s department to work on merchandising and comparing inventory with sales. Because of the skills I demonstrated with Lotus, they pegged me to track the inventory. I was given huge stacks of the green-and-white striped paper that computer printers at the time cranked out. These printouts showed the store’s merchandise. Every item that was received, sold, damaged, transferred, or returned was recorded and printed out, like a checkbook of goods in and out. These I compared to the corporate purchase journals sent in every week from the Dallas headquarters. If there were mistakes made, the comparison of these two reports was where they were going to show up, and the mistakes, if not caught, would throw the inventory off.

			I had mounds of printouts that I was supposed to go through line by line, but first I needed to put them in order. So I sat myself in the middle of the stockroom floor and began to organize the printouts into stacks—like the memory game where all the little cards are upside down and you try to find the match. My department manager walked in and saw me sitting in the middle of the floor that was completely covered with paper, and she nearly screamed, “What are you doing?” I told her not to worry, that I had a system and I was going to fix this. I could tell by her squinting eyes and pursed lips that she was beginning to think she had made a mistake in giving me this project. I looked disorganized, and I was taking too much time, and I wasn’t getting to all the other things that she wanted me to get done. Now, at seventeen, I hadn’t yet had a lot of practice with humility, so I brushed her off, telling her that I knew what I was doing and she needed to just let me do it. And I did do it. I completed the task, and I was able to show how data entry mistakes were being made by data entry personnel at corporate—mistakes that were causing an imbalance in inventory. Because I had done all the analyzing of the merchandise ins and outs and was able to make all the corrections, when we took inventory that year, we had less than 1 percent loss in our department. Department discrepancies can run as high as 5 to 6 percent, so needless to say, the store manager was thrilled.

			About a year later, with another successful year-end inventory under my belt, I went back to the store manager, Marion Smith, and let her know that if she just gave me a little office somewhere, I could do this exact same thing for every department. At the time I didn’t appreciate it, but now, of course, my adult self appreciates the risk she took on me. It wasn’t all roses; I certainly still had a lot to learn. Marion, a great leader, seemed to know how much leeway to give me and then course corrected me as needed. I was a typical eighteen-year-old, thinking I was doing an amazing job and that I could do anything. But what I didn’t know is that I didn’t know how to engage with other personnel—I thought it was my place to freely critique each department manager and tell them how to better manage their inventory even though they were twenty or thirty years older than I was and had been doing their jobs for years. You can imagine how well that went over.

			I was lucky enough to be inside an organization that believed in the power of people, recognized the unique skills and abilities of their employees, and ensured that they received the training necessary to solve for any gaps they were missing. For me, those were definitely some of the soft skills of how to communicate professionally. Neiman Marcus, through Marion, recognized what I call the next-level leaders, and that is a lesson I still carry with me today when I am building a team and cultivating personnel.

			I continued working at Neiman Marcus, managing each department’s inventory and, of course, also juggling school, sports, family, friends, and relationships. It was a lot to balance, and there was inevitable crossover between work and school. I’d be in any one of the departments with my stack of paperwork and would then get out my literature book, take a quick read of poetry, make a few notes to prepare for tomorrow’s class, and just as quickly, when I heard the distinct click of my coworker’s heels heading my way, return to balancing inventory. I always got my work done—both at my job and at school—but it was challenging. Although I may not have been fully cognizant of it at the time, I do believe that period provided me insight that I use today to help employees balance their work with home life.

			A lot of companies pile on the work without considering the full person and what other things may be going on in their life or if they are being adequately compensated. When that happens, the employee is unable to produce quality work, they quit, or they become paralyzed from overwhelm. Eventually, something has to give. My experience with juggling school, work, and a personal life provided me a foundation on which I built my philosophy of people and culture in the workforce.

			Discovering My Destiny

			My first year in college, I was just so in love with literature. Yes, I had a job and friends and other interests, but when I looked to the future, when I envisioned my endgame, I saw only literature. I wanted to be in academia. I wanted to be a college professor. I wanted to write. My job at Neiman Marcus merely provided the financial means to get me through school. That first year I took a wide array of core courses, like economics, philosophy, algebra, political science, and, of course, English literature, which helped me further confirm the new skill set that I had first stumbled upon as a gift wrap girl turned supply-closet organizer. As it turns out, I excelled in economics and logic.

			My second year was when I declared my English literature major and chose to minor in business administration. That’s when I began learning about business law, marketing, and human resources on a general level as I worked my way through each department’s merchandising checkbook, so to speak. By the end of the second year of my inventory reconciliation work, the entire store had gone from a 4.5 percent loss to a 1.5 percent loss. Corporate began to question how this was possible. Fortunately, I had all my records of what I had been doing, and they had records of me constantly calling and making them aware of the errors that needed to be adjusted. Once they realized that we weren’t cooking the books somehow, they asked me to write the procedure for the rest of the company. I was shocked and honored at the same time. It was great to be recognized and to put my writing skills and what I would later realize were my teaching skills to use.

			My success with inventory reconciliation granted me a spot in the Neiman Marcus executive training program. The program was all about how to lead and to think differently. It provided me a window into who I was as a leader. Now, at twenty, with a few executive training sessions under my belt, I was talking with my store manager, Marion, about our cosmetics department manager, who had tragically passed away from cancer. I had not engaged with that department, since that inventory was not purchased centrally from Dallas. The department manager calculated need, received corporate approval for purchase levels, and negotiated directly with each cosmetic and fragrance brand representative, finally writing the orders that kept the department properly stocked. Marion had tried to keep up, but with her busy schedule, appointments were canceled, unapproved orders stacked up, inventory dwindled, and tensions were high with the commission-based salespeople. Unbeknownst to me, Marion was preparing me for her next words: “I know you can fix this; I need you down there now.” There was no training, no orientation, no introduction to my new department or responsibilities. I simply headed to cosmetics, eager to solve the problem.

			As I purposefully approached the department, I felt the tension, saw the poor state of half-empty counters and shelves, and, when all eyes turned toward me, I lost my confidence. They were not welcoming eyes ushering me into the fold. They were eyes of frustrated salespeople who were at each other’s throats and those throats of anyone else they held responsible for the department’s demise. These team members knew me. I had been the gift wrap girl. They knew me from store functions and employee parties. They knew I was going to school. What I saw on their angry, confused, and hungry faces was one question: “What are you doing here?”

			Okay, deep breath. “Marion sent me down to turn around the inventory here and get sales moving again.” Pure silence. Then, like out of a nightmare, hysterical, incredulous, now-the-world-has-certainly-come-to-an-end laughter. As though I didn’t exist, they all started to criticize Marion’s management and judge my youth and untried skills. The gift wrap girl? More hysterical laughter.

			My mouth felt suddenly dry. “Marion sent me down to help you all out.”

			“She’s going to help us? That’s a laugh,” said one woman while pointing at me.

			“We don’t need help gift wrapping—we need product to sell!” another one chimed in. “Do you have any product for us to sell, Andrea?”

			I felt like I was back in elementary school, not good enough to be picked for the dodgeball team. I did not belong on Team Cosmetics.

			“Yeah, that’s what I thought,” she replied.

			Then they all turned their backs to me, tittering away, trying to decide what they were going to do.

			Embarrassed, feeling inadequate, and wanting to hide it, I said, “I’m just going to check on something in—in—in the stockroom. I’ll be right back.” It took everything I had not to sprint across the floor. As soon as I reached the stockroom door, I yanked it open and stepped inside. I took a quick look back and found the whole group marching my way. I slammed the door shut. And that’s how I found myself hyperventilating on the stockroom floor of the cosmetics department.

			Eventually, I mustered up the courage to ease the stockroom door open and confront the frantic people who now depended on me to make a living. They needed to sell merchandise, and I needed to figure out how to provide them that opportunity. In that moment in 1984, they wanted La Prairie, Lancôme, and Chanel on the shelves because that’s what was selling, but we didn’t have enough of those brands, and I didn’t have the power to get them there quickly. I told them all that I would figure it out but that I needed time to do so, and in order to provide me that window of time, they needed to sell what was currently on the shelves. No matter how long the product had been sitting, it was time to dust it off and get creative.

			I walked them over to the fragrance counter, pulled down a bottle of perfume from the top shelf, and said, “You see this bottle of Joy by Jean Patou? It costs $300, and a 10 percent commission on $300 is a good amount of money, so let’s focus on selling items like this.” I immediately reached out to the rep for Jean Patou and to other fragrance company reps to pull some promotional moneys from them to run a targeted marketing program, and then, drawing on what I learned in my marketing courses at college, it was time to determine how we would get people to buy luxury perfume as quickly as they had been buying blush, lipstick, and foundation. I worked with the other departments, leaning on the relationships I had built there during my inventory days. I would go to the suit department and tell them that for every customer they sent to us who bought a fragrance we were promoting, I would give them five dollars. That five dollars came from the fragrance rep, so it didn’t cost my department a cent.

			I went through our existing inventory this way, putting together individualized promotions and marketing plans. To my surprise, the buying side was much like running the supply closet, simple supply and demand economics, and I began to use my newfound knowledge of logic to push back on headquarters’ rationale for lower approvals on orders than was necessary for us to gain sales traction. I spent many appointments with brand representatives convincing them to spend their promotional budget on our little department rather than on the big stores in Orange County and Los Angeles. I was also learning about sales projections, inventory turn, “open to buy” based on budget, which was based on sales (which were hard to come by with the status of our inventory). This was also where I honed my sales skills, learning how to discover the motivation to buy and close the sale.

			Drawing on the marketing skills I learned in my business classes and the leadership skills I learned through the Neiman Marcus training program, the cosmetics team and I turned the department around over the next four years. I showed them that they could trust me, and that was the key. That trust empowered them to open themselves up to new ways of selling and to adapt to new automated processes for tracking and transactions. The success of our work received a lot of attention and resulted in a significant expansion of our department’s floor space.

			Shakespeare or Sales—Time to Choose

			By the time Neiman Marcus’s cosmetics department was flourishing, I had completed my undergraduate and master’s degrees, and I was teaching college-level literature. It was part time. At twenty-two and fresh out of school, I wasn’t being offered tenure, but it was the start of the life in academia that I had always dreamed of. I taught English literature and drama—not the actual acting, but the reading and meaning of drama, of Shakespeare—two days a week. I was enamored of teaching, but I was also eager to make money in order to pay back my loans, which was something I couldn’t do on a part-time professor’s salary alone, and so I continued working in the cosmetics department at Neiman Marcus full-time.

			The success of the cosmetics department continued and began to grab the attention of some of the brands that we were selling well. We weren’t Beverly Hills Neiman Marcus. We were a little store in a resort area of San Diego, and suddenly these brands were seeing a significant increase in the volume and revenue of their lines in our little store. The executives of Cosmair, a division of L’Oréal (now L’Oréal USA), Estée Lauder, and others started to come by the store to see what was happening and how it was happening. They were wowed by our new, large island of cosmetics in the middle of the store, which continued to expand.

			At that time L’Oréal was creating a brand-new division, and they were looking to populate that division with people they felt could do the job. One of their reps who had been through the good, the bad, and the ugly with me recommended me for a job. Now, as I was interviewing for and considering this new opportunity with L’Oréal, Neiman Marcus was asking me to move to Dallas to finish my executive training program with them. This was where the rubber met the road. I had some significant decisions to make. Should I stick with academia and continue chasing tenure and teaching Shakespeare, go to work for L’Oréal, or stay on my solid trajectory with Neiman Marcus?

			This was another moment in which I am grateful to Neiman Marcus for the patience and flexibility they showed me. I asked them to let me go to Dallas to visit for a little bit and get a feel for the area and the community. It turned out Dallas in the ’80s wasn’t a good fit for me. I’m a San Diego girl. I grew up in a laid-back culture of surfers, and Dallas felt like the polar opposite. The L’Oréal job, on the other hand, would require a move to Los Angeles, which wasn’t San Diego but still had a casual California vibe. A final piece of the puzzle was that the surfer and drummer whom I intended to (and did) marry had just been accepted into the Musicians Institute in Los Angeles.

			Even though I was working at Neiman Marcus, teaching, and working a third job at night as an inventory counter, I was still struggling financially. I will tell you honestly that I went for the job that paid me the most money because I was trying to pay back all my college loans as quickly as I could. L’Oréal paid three times what Neiman Marcus was offering me. My thought was, I can do the L’Oréal job for a little while, pay down my loans, and then return to academia. Teaching in academia was still my endgame. Telling my freshmen students that I was leaving was so hard. They wanted to be able to take level two of what I would be teaching next. I kept telling them, “Don’t worry, I’m coming back. I’ll be gone for a couple years max.” And I truly believed I would.

			In the End

			I never did return to academia. I enjoyed a successful career with Cosmair/L’Oréal, and then I was recruited by Donna Karan. My experience at the Donna Karan Beauty Company was what brought together all the functional areas that I am going to share with you in the following chapters. The reason this experience was so pivotal for me was because I was part of a leadership team of six women brought in to help launch her beauty company from the ground up. We all came from corporate, which was like being in the army. With Donna Karan, you felt like you were in Bohemia. All the external structures of a big corporation were gone. We were no longer cogs in a wheel who performed as was dictated from the top down. Donna’s perspective was, “You guys are the experts, figure it out.” We were responsible for the big picture and for getting into the weeds to make the big picture happen—a once-in-a-lifetime opportunity that cultivated my progressive turnaround CEO philosophy of balance and harmony.
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