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CASE STUDY

Geography:
Global

Industry:
Manufacturing

Company Profile: Cocoa 
processor and ingredient 
chocolate supplier

Business Situation
Being one of the largest cocoa processor and ingredient chocolate supplier in North 
America this company has experienced accelerated growth, which has led to a 
difficulty in delivering their traditional customer experience, known as the North 
American Difference. Executive leadership has expressed concerns regarding the 
alignment on the most critical projects, providing executional certainty with projects 
underway, and allocation of company resources on strategic initiatives. The higher 
number of projects and level of complexity of these projects have driven a new way 
of thinking, but the interdependencies among functions are critical for success.

Approach
Magic Hat Consulting engaged with this organization to design and socialize a 
program management process specific for North American that focuses resources on 
the most important work to achieve strategy. The Magic Hat team facilitated a “What 
Keeps you Up at Night” meeting with senior management team to collect and 
ultimately connect concerns at both the enterprise level and within their Plant 
Capacity program.  

The team interviewed engineers and plant personnel who were managing the 
projects to understand the people, process and technology challenges they face. This 
information was summarized and presented to an executive governance team led by 
the CEO.  Based on these discussions, the creation of a Strategic Initiative 
Management process was built and implemented across the company.  By following 
the process the executive team was able to empower people to run programs / 
projects while providing common tools and enabling key executives to remove 
themselves from day to day execution.  

Results
As a result of the engagement, the Senior Management team became aligned on the 
Strategic Initiative purpose. Core values of the company were preserved due to the 
process that was created to complement the North American Chocolate culture and 
to keep the company moving forward as it continues to grow.

The final deliverable of the engagement was a Strategic Initiative Playbook and 
training materials that provides a guide to further implement and grow their maturity 
in managing Strategic Initiative programs. This guide includes an overview, tutorial, 
and sampling of tools to institutionalize, evolve, and mature the North American 
Initiative Approach. 
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“I can get project management help anywhere, but the value that Magic Hat 
brings is enabling us to make it our own, fitting our culture and with our 
people.”

Chief Operating Officer 


