CHAPTER T

BROWN FIELDS, GREEN
FIELDS, AND HAZEL
FIELDS

ennis was happy to be driving home at 7:00 pm, which for him wasa

decent hour. Thursdays were also nice because every Thursday he
ate dinner with the entire family since the kids’ activities were all scheduled
for other nights. Jennifer, his wife, enjoyed dinner with the family and
looked forward to hearing about everyone’s day. His 40-minute commute
usually allowed him to think about things other than work, but lately
Dennis was feeling a little uneasy about his job.

Three months ago he had been slated to head up Capp’s Shared
Services division. Dennis was chosen because he came to Capp from
an established Shared Services center, where he worked his way up to
director of Shared Services over the course of seven years. Publicly he was
hired to be the corporate controller, but only two months into the job he
was given the task of analyzing the potential move to a Shared Services
environment. The analysis phase proved to be very successful and showed
the results Dennis expected. Capp was founded in 1954 as a lumber
company and had evolved into a large building materials company selling
everything from lumber, drywall, and shingles to cabinets and plumbing
fixtures. Because of Capp’s numerous plants and geographic spread, a
decentralized administrative organization was costly and very inefficient.
Capp had 150 wholesale warehouses in 23 states (see Exhibit 1.1).
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EXHIBIT 1.1 Capp’s Geographical Locations by State

Capp Incorporated

John Phelps, the chief executive officer, and Donna Angelo, Dennis’s
boss and chief financial officer, agreed to move forward with the Shared
Services initiative. Everyone agreed they would begin with the El Paso
division, since it was one of the smaller divisions but was as diverse as
most at Capp. While they all agreed which division would go first, they
could not agree on where to locate the Shared Services division. John
wanted to put Shared Services in the corporate offices in Tampa, Florida;
Donna preferred a green field (i.e., a center in a city where the company
did not already operate) in Des Moines; and Dennis thought they should
be in Tampa but not at the corporate office, which would be a hazel field
(a brown field would be a center in an existing Capp office). An analysis
by a staffing firm suggested that Donna was correct; Capp would get
quality employees at a very fair price in Des Moines. The analysis also
mentioned that while Tampa could be a viable site, it was not as
economically advantageous as Des Moines. Being in a hurricane zone
also did not help Tampa’s rating. If nothing else, John, Donna, and
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Dennis all agreed they would not consider setting up an offshore center.
Deciding on the location seemed to be taking longer than it should, and
Dennis was not sure if they could agree. Most likely John would simply
listen to their arguments for one more week and then make a decision. He
hoped it would be made soon.

Dennis rounded the corner of Palm Avenue and slowly made his
way up the street. Some of the neighborhood children were usually
playing kickball, Wiffle ball, or tag, so he drove extra slowly. As he
pulled into the driveway, he noticed Samantha, his youngest daughter,
sitting on the stoop playing with Shorty, the family beagle. Seeing both
of them made Dennis forget all about green fields, brown fields, or
hazel fields.

Walking in the door, Dennis was followed closely by Shorty as he held
Samantha in one arm and hugged his youngest son, Danny, with the
other. He looked around for Jackie, his oldest daughter, but did not see
her. He assumed, like most times, she was in her room. The smells of
homemade spaghetti sauce and garlic rolls reminded Dennis why he liked
eating with his family so much. Andrew, their oldest son, was a senior in
high school and was talking on the phone. Dennis was not sure if Andrew
enjoyed the family dinners at his age, but he sure ate plenty and never
complained.

Jennifer gave Dennis a kiss on the cheek. ““Dinner will be ready in a bit.
How was work?”” “We are three weeks late in making a decision on the
location of the Shared Services center, but I’'m sure John will either press
us or make it himself this week.” “Well, let’s not worry about that
tonight, we just need to enjoy dinner. Besides, you have to help Jackie
with her homework tonight, so you’d better reserve your brainpower,”
Jennifer said with a chuckle. After Andrew hung up the phone and Jackie
came out of her room, they all sat down to eat.

“Andrew, so two more months and you’ll be eating mac and cheese
and frozen pizzas every night,” said Dennis. Andrew was two months
from going away to college.

“Well, at least I’ll be able to come home on weekends so you and Mom

can do my laundry,” Andrew replied with a grin.
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“Not if our service center ends up in Des Moines,” Dennis replied,
reminding the family that they might have to move.

“Why can’t you just have the center here? I don’t understand why you
would want to move everyone to Des Moines,” said Jackie.

“Well, it’s complicated, honey, but it really comes down to money.
The cost of living is cheaper in Des Moines, and it’s not in a hurricane
zone, so we can save some money on the redundancy of our infrastruc-
ture.” As he spoke, Dennis realized that he was starting to buy into
Donna’s argument.

“What about the people who work here in Tampa: are they all going to
move? They must have a lot of sun and beaches in Des Moines or else
everyone wouldn’t want to move,”” Danny said. Everyone smiled at his
naivete.

“Dad,” Andrew said. “We’ve talked about this before and I still don’t
get it. When I was looking at colleges, you always told me it’s not the
college that makes you, it’s what you make of the college.”

“Yeah, I remember saying that.”

“Well, doesn’t the same thing apply here? No matter what city you
choose, your success is going to come from the people you hire to run it
and the way you actually run it. ’'m sure there are just as many qualified
people here in Tampa. What is the actual difference in wages? Let’s just
say you have 200 employees and the average pay is $45,000 versus
$55,000, the savings is $2 million.”

“So Mr. Math Major or is it Charley Money Bags? Two million isn’t a
lot of money?”

“I’'m not saying that, but remember you said you are going to start
small and then bring in other businesses. If that’s the case, then you won’t
be up to the $2 million difference for more than two years. Also, won’t it
be easier for the owners to make sure things are going as planned when the
center is in the same town? You say it’s going to be cheaper in lowa, but
isn’t that all you are really saving? I mean, what about the people who are
going to be out of work? I assume you’ll have to pay a severance.”

“You make good points, and we’ve considered all of them. I’'m just not

sure which way John is leaning. I tend to agree with you though.”
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Dennis was proud that Andrew gave him something to think seriously
about. He was feeling pretty good as he drove to work the next day
because Andrew reminded him that the ultimate success factor was not in
choosing the proper location but in choosing the right people. After last
night’s discussion, Dennis felt John and Donna were not putting enough
emphasis on the people, especially those who were already working for
Capp. John and Donna usually arrived around the same time as Dennis,
and it would be pretty easy to have a quick chat about his new thoughts
regarding the location of the Shared Services center.

Dennis pulled into his assigned parking space and noticed that John
and Donna were already there. Of the 300 employees in the building, only
10 had assigned parking spaces. It was a nice perk, considering that it
rains frequently in Tampa and the 10 spots were not only covered but also
very close to the door.

Dennis got in the elevator and pushed the button for the fourth floor.
Since he had arrived at Capp and was assigned to analyze Shared Services,
some of the employees were a little uptight when they saw him. He figured
it was a natural reaction: The employees did not know if they were even
going to have a Shared Services center, much less where it was going to be
located.

As he got off of the elevator, he noticed John and Donna were having a
discussion in John’s office. Dennis walked there. “Morning, guys.”

“Hey, Dennis, come in here. We have some thoughts about the
location,” said John.

Dennis sat down at the round table where Donna was drinking her
coffee. John had the consultant reports spread on the table.

“You know, we spent a decent amount of money on this study for a
good reason. We are new to this, and the consultants cover all aspects and
are objective. It seems a bit silly to spend the time and money to get their
opinion and then not use it. [ agree with the consultants and Donna and
think we should go with Des Moines.”

As John was talking, Dennis was looking at the reports. John was right
in saying they at least covered all of the variables. Each location was

evaluated on eight criteria:
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Quality of workforce

Cost of workforce

Cost of real estate

Convenience of travel from current locations
Local taxes

Government assistance or grants

Probability of natural disasters or emergencies

® NN A=

Time zone relative to the other business units

Because Capp would not consider going out of the country, criteria
such as language compatibility and political stability were not evaluated.

Dennis looked at Donna and then John before speaking. ““I agree that
we should definitely consider the evaluation, but I’ve been giving this a
lot of thought as well. Quite honestly, I think we’re overevaluating and
overthinking the issue. I ate dinner with my family last night and had an
interesting discussion with my son. I was talking about the location and
how important the decision was, and he asked one question: Why? Why is
it so important? He reminded me that when he was evaluating colleges,
told him the college he chooses will not make him, he will make the
college. By the same token, the people we choose to operate the center will
determine our success. It will not come down to location or even the
difference we might have to pay in Tampa versus Des Moines. Our
success will simply be a product of the people we hire.”

Dennis waited for a response. Neither John nor Donna said anything
immediately, which meant either that they were considering what he had
said or they were trying to figure out how to tell him it was too late, they
had made their decision.

“Having said that, does that mean you are okay with any of the
proposed sites, or do you have a preference?” Donna asked.

“I do have a preference, but it’s not based on any of the criteria listed.
We’ve considered all of the labor costs, including severance if necessary,
and we’ve talked about, but not quantified, the cultural impact on our
current staff if we displace workers.”

“Well, that is a little tough to quantify,” said John.
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“I agree, but that doesn’t mean we can discount it. Remember, our
success depends not only on our center but also on the cooperation and
assistance of our divisions. While we are mandating Shared Services, we
will get a lot of mileage out of selecting Tampa as a site and hiring some
employees from the Tampa business unit.”

Donna and John looked at each other and said, “So you’re saying we
should locate the center in Tampa?”

“It’s important to have people in our organization who understand
some level of the day-to-day operations that are completed in the divisions
and why it is being done a certain way today. Also, one of the biggest
statements that each division will make as we bring them on board is ‘we
did it better, cheaper, and never had any problems.” Without someone
who was involved in the day-to-day on our side to defend us, we won’t be
able to counter that argument.”

“But, Dennis,” John said forcefully, “this is not about sides. We aren’t
here to divide our company. Shared Services will allow us to be more
efficient and allow our divisions to concentrate on sales and operations.
This is not an option, and everyone will fall in line.”

“With all due respect, John, just because you mandate something
doesn’t mean that every person will embrace it. We have to attack it on
multiple fronts, and your mandate is the most powerful and best way to
do that, but we also need front-line soldiers, so to speak, to combat
propaganda and rumors. There is no one better to have on our side than a
former division employee who believes in what we are doing and will help
sell it.”

Dennis and John were used to debating issues forcefully; that is what
helped them make good decisions. Neither man took these discussions
personally. John sat back for a second thinking. “Donna, so what do you
think?”” he asked.

“Well, as we were discussing before he came in, we did pay good
money for this study, but we also pay good money for Dennis,”” she said
with a little laugh. ““He’s been working in the Shared Services world for
some time, so we should probably pay a bit more attention to him than a

consultant with a study.”
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She looked at Dennis and said, “‘Let me ask you something, and I need
an honest answer. We decided to undertake this study before we hired
you. If we had hired you first, would you have agreed to hire a consultant
to complete this study, or would we have just made the decision
ourselves?”

“We would have made the decision ourselves. I mean, if we were really
at odds over this, maybe we bring in someone to help us, but I would not
bring them in at the beginning. Of all of the Shared Services operations I
have looked at, the location ultimately had very little to do with the
success or failure of the operation. I’ve seen brown field, green field, and
hazel field operations all succeed and I’ve seen them all fail. I’ve also seen
them everywhere in between.”

John started to laugh. Donna and Dennis both looked at him in
surprise. “Dennis, that actually sounded a bit poetic.” John started to
sing “I’ve seen brown fields, green fields, and hazel fields. ...”

All three started to laugh. The one thing Dennis liked about working at
Capp was the fun nature of both John’s and Donna’s personalities. Even
though they worked very hard and were very driven, they knew enough to
not take everything too seriously.

After the laughter died down, John made a decision, sort of. “I’ll tell
you what. Let me think for one more night and I’'ll come in tomorrow
morning with a guaranteed decision. Just do me a favor, whatever it s, all
three of us have to walk the walk and talk the talk. Agreed?”

Donna and Dennis looked at each other and in unison said “Agreed!”



