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In this issue of China Focus, we outline 
options in structure, operations, team, 
and technology to help you achieve true 
operational excellence. Legrand’s “Success Together”

Model

Upgrading Your Organisation

After years of rapid expansion, 
international companies operating 

in China now face an entirely different 
business climate: a slower pace of growth, 
coupled with rising competition and costs. 
In this new environment, it is essential 
for companies to review their strategy 
and operations to focus on their core 
competencies. 

In this Issue:

-

-

Legrand’s 
“Success Together” 

Model

China Focus interviewed Pascal Stutz, CEO of 
Legrand China, on innovative strategies for 
adapting to changing market conditions in 
Greater China. 

How is Legrand China organised compared 
to other countries?
 
Our integrated China setup is one of 10 
globally that cover everything from R&D and 
marketing, to production and sales. In these 
complete structures, the local management 
has more decision-making power. Most of 
the product line and design are adapted 
for the native market, depending on the 
availability of suppliers and raw materials. 
For example, our ranges of wiring devices 
(switch and socket) are completely designed 
and produced in China and we have full 
responsibility for these products. About 80% 
of our China revenue today is under the 
control of our local subsidiaries while 20% is 
under the leadership of the central business 
unit in HQ.
 
Do you produce exclusively in China for 
China?

The raison d’etre of our operations in China 
is to support the local business. Over the 
years, some of our factories have developed 
unique competencies, either in terms of cost 
competitiveness or in terms of technologies. 
That’s the reason why we export some 

product categories to countries in the ASEAN 
region, MEA, and Latin America.

For almost all countries, we also import 
certain product ranges, especially in the high-
end segment, that are manufactured in one 
place for evident reasons such as production 
volume. These imports represent less than 
10% of our needs.
 
How do you address this operationally?

Some businesses, such as wiring devices, are 
by definition very local. This is not unique 
to China; it is the same in many countries 
around the world. What is different in China 
is the size. The domestic market justifies a 
local investment by itself. Therefore, when 
you start with an adapted design it absolutely 
makes sense to manufacture locally. The 
key difference is that we apply our expert 
knowledge and 50 years’ experience from 
the group level, to be able to rationalise our 
design, even if very local. 

Another point is the lifecycle of our products 
that vary from country to country - and in 
China everything moves faster. For example, 
the lifecycle of a wiring device range in Europe 
is probably double that of China. Therefore, 
we have to redesign the product more often. 
The DNA of our business is very local and we 
adapt to the situation.
 
How has your organisational set-up 
adapted to the changes in the Chinese 
market in the last years?

In the past, we operated our three main 

subsidiaries in China as silos, meaning that 
each had all capabilities, from back-office to 
front-office. When the market was still moving 
very fast, this kind of set-up worked well for us: 
we had dynamic, flexible entities and this was 
successful because the cake was big enough 
to feed all the companies. Then things started 
to change in the last two years: the market 
slowed down and there was an increase in 
competitors, who wanted a piece of the cake.

We adapted quickly by firstly, offering more 
to our customers. At the end of the day, we 
had to give the customer the feeling that 
Legrand was unified and different from local 

Legrand’s Yijing switch and sockets 
range was specially designed for China



competitors that are pure specialists. For our 
key accounts, we now develop solutions, 
showing that we understand their business 
completely.

Secondly, we introduced a cross-selling 
strategy by establishing better exchanges 
within our teams, and collecting projects 
and opportunities to sell. Before, when 
we operated by silos, it was very difficult 
to encourage cross-selling. Now, we have 
changed the structure of our operations 
in order to encourage more business 
development from the branch office level.
 
Thirdly, our aim is to consolidate and optimise 
our back-office so that it is more globally 
compatible. This will be the next step after we 
have fully implemented points 1 and 2.

We launched this entire strategy called 
“Success Together” in January 2016.
 
What are the most important aspects of 
the branch office in this strategy?

The branch office is our foundation. One 
of the main differences between us and 
other big companies is that we are a group 
of specialists. The Sales Engineers will stay 
focused and continue what they did before. 
The only role that changed is the one of the 
Branch Office Manager: he is the entrepreneur 
that coaches cross-selling.
 
What are the main challenges you are 
facing?

There is no perfect organisation - it’s the 
people and the willingness to act that make 
the difference. A main challenge is to manage 
everyone’s responsibilities, while maintaining 
the high level of quality that Legrand 
customers are used to.  For example, we can’t 
ask a Branch Office Manager to be an expert 
in everything, from product and channel, to 
business models. We have experts in each of 
the business lines that can support the Branch 
Office Managers with this type of expertise. 
This requires a new level of coordination, 
especially since the Business Line Directors 
must bring the right support and incentives 
to the Sales Engineers so we can be successful.
 
Another challenge we face is implementing 

a unified IT system. Overall, the Legrand 
strategy concerning IT is rather pragmatic, 
meaning we are not pushing a world-wide 
system. In China, we have introduced an 
integrated CRM system and now our goal is 
to accelerate it and keep it well documented 
and efficient. 

Lastly, the next step will be to optimise the 
back office to be perfectly aligned with the 
front office structure, including logistics and 
supply chain, to be able to give the best 
service to our customers.

How long will it take you to fully implement 
this strategy?

The front office portion of our plan is already 
fully implemented but we will need time to 
stabilise and create a well-balanced structure. 
But it’s a good foundation to face the market 
dynamics.
 
Do you have any recommendations for 
anyone undertaking something similar?

This kind of project needs to be prepared 
not months but years before so that the local 
management and the group can support the 
direction. Only start the deep preparations 
after you get the green light from all 
stakeholders. Stick to your launch dates, even 
if there are sceptics. There will always be risks, 
but you can work them out step-by-step. Last 
but not least, find a good partner, such as 
Fiducia, who can support you along the way.

How Fiducia Can Help

“There is no perfect 
organisation - it’s the people 

and the willingness to act 
that make the difference. ”

- Pascal Stutz, CEO
Legrand China

For over 30 years, Fiducia has helped 
international companies optimise their 
business in Greater China by:

 f improving operations 
 f identifying and placing top talent
 f developing training needs strategies
 f managing back-office operations “from 

order to cash”
 f optimising accounting, controlling, and 

tax processes

Email us at contact@fiducia-china.com for 
more information.

Pascal Stutz comes from an engineering 
background with more than 20 years’ 
experience working for dynamic and 
innovative technical infrastructure businesses 
for buildings. He first joined Legrand in 2008 
and moved to Shanghai as CEO of Legrand 
China in 2013.  



Another option is an operational hybrid of 
internal organisation and outsourcing: the 
so-called Turnkey Solution. This is a short- 
to mid-term outsourced operation where the 
service provider builds up the infrastructure, 
systems, processes, and personnel, with the 
aim to transition everything to the client at 
the end of the contract term. This kind of set-
up is beneficial for companies that want to 
expand their operations in Greater China in 
the long-run.

Operations

To upgrade or change existing processes 
effectively, it is essential to understand 
the latest best practices, technology, 
and performance benchmarks of leading 
organisations. An external consultant can 
deliver thorough reports and analyses of the 
market as a basis for your internal processes. 

Once this foundation is laid, process review 
begins often in finance and controlling 
because it covers all elements of the company’s 
value chain. This may involve enhancements 
in cash and currency management, billing 
and collection, accounting consolidations, 
financial analysis, and dashboard reporting.

A second focus area is procurement. We 
have seen a growing trend towards strategic 
partnerships with suppliers, consolidating 
orders at fewer suppliers and driving much 
closer and deeper collaborations. Some 
companies even implement co-location and 
co-creation strategies. Large corporations 
today take a more strategic and global view 
of their procurement functions, assessing 
their China subsidiaries against the global 
procurement framework.

Article continues on next page.
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Many companies seek to improve their 
organisation by focusing on several key areas 
including their business structure, operations, 
team, and technological set-up. We take a 
closer look at some effective strategies, which 
our clients have undertaken with Fiducia 
support.

Structural Options

Amid increasing competition from 
neighbouring cities, Hong Kong remains 
a popular location for International 
Purchasing Offices (IPOs), since it provides 
the necessary infrastructure for a local 
team to take over sourcing, quality control 
(QC), and supplier management for all 
subsidiaries within a group. IPOs allow for 
better coordination of sourcing activities and 
the consolidation of purchasing volume. This 
is important for supplier relationships and 
price negotiations. In recent years, Fiducia has 
helped set up nearly a dozen IPOs, ranging 
from supermarket chains to FMCG products, 
to electronic and industrial components. 

For companies with multiple entities in 
Greater China and higher levels of operational 
complexity, it can be advantageous to 
establish Shared Service Centres to 
centralise back-office functions, such as 
finance, HR, IT, and supply chain management. 
With everything under one roof, it is easier to 
leverage shared resources, facilitate central 
management, and ensure compliance. In 
many cases, these functions can be effectively 
outsourced to a service provider with in-
depth industry knowledge, local expertise, 
and a comprehensive service offering. 
Forming strategic partnerships with a service 
provider such as Fiducia will enable you to 
focus on your core business while effectively 
tapping external expertise and achieving cost 
advantages via more flexible structures.

Fiducia Areas of Expertise

A leading retailer of food, electronic, and household and cosmetic products established 
entities in Hong Kong and China to facilitate the sourcing and quality control of products. 
The financial administration and accounting were managed by internal staff and different 
local service providers. In order to ensure consistency and reliability of the financial 
accounting for all entities, as well as compliance with the headquarter’s reporting timeline, 
the company hired Fiducia for support.  

With the expertise of Fiducia, the company was finally able to effectively and efficiently 
integrate all communication, financial reporting and consolidation, and ERP systems of 
all Greater China entities. Fiducia’s wide range of value-added services gave this company 
the opportunity to take their financial analysis, invoicing management, budgeting, and 
internal processes to the next level. 

Fiducia Success Story: Finance & Accounting Integration

Area Strategy

Structural 
Options

 f IPO 
 f Shared Service Centre
 f Outsourcing
 f Turnkey Solutions

Operations  f Centre of Excellence
 f Financial Management
 f Global Procurement
 f Supplier Consolidation
 f Supplier Collaboration

Team  f HR Business Partner
 f Employer Branding
 f Training
 f Executive Search
 f Secondments

Technology  f Advanced Planning 
Systems

 f ERP
 f CRM
 f EDI
 f Analytics
 f E-Commerce
 f Digitalisation

Upgrading Your Organisation
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Working with a service provider 
such as Fiducia enables you to 
focus on your core business, 

while effectively tapping 
external expertise and achieving 

cost advantages.

Team

Given the crucial importance of attracting 
and retaining talent in developing an 
organisation’s competencies, many 
companies in China, including a number of 
our clients, have undertaken initiatives to 
enhance their employer branding. This could 
entail offering competitive compensation, 
creative benefits, company policies conducive 
to work life-balance, and clear career paths.

In order to develop their teams, most 
companies offer a combination of in-house 
and external training courses and, in some 
cases, a coaching and mentoring program, 
as well. These programs are especially 
important for nurturing high potentials and 
equipping first-time managers for the next 
level of leadership assignments. Sometimes 
an external consultant is brought in to gauge 
the state of the organisation and identify 
skill gaps and training and development 
needs. As some gaps are difficult to fill 
locally, many companies still rely on 
secondment placements from overseas 
headquarters, which will help in skill transfer 
and communication of HQ expectations. To 
augment this, there is a strong growing trend 
of hiring professional recruiters to search for 
senior management or technical positions in 
Greater China. 

Technology

In just a few years, China has developed into 

one of the most advanced digital economies 
in the world. Companies without some form 
of e-commerce and social media strategy will 
have a difficult time competing in the Chinese 
market. Nonetheless, most foreign companies 
struggle to understand the country’s digital 
dynamics and have yet to succeed in this fast-
growing segment. Consumer behaviour and 
trends in China vary significantly from those 
in other markets and your digital strategy 
must reflect this. 

In addition to regularly scanning the market 
for technological advances, many companies 
are also internally evaluating if existing 
investments in ERP, CRM, and other IT systems 
are delivering maximum benefits. Often an 
external consultant can help to break down 
internal barriers to achieve full adoption of 
systems. In addition, they can offer ideas 
for extending system capabilities, such as 
important features available in new versions, 
add-on modules, and external connectivity 
with key partners. For many companies the 
focus of IT investments has shifted from 
process standardization and automation to 
advanced planning systems and analytical 
applications to facilitate demand and supply 
management and support decision making.

Fiducia can help you review your China 
strategy and structure your organisation 
and processes, so that you can focus on your 
core business without worries. Email us at 
contact@fiducia-china.com to find out how 
we can help you.

Beijing 
1511 Zhong Yu Plaza  
A6 Gongti North Road
Beijing 100027
China
 
Tel: +86 10 8523 6308

This client develops and markets home improvement products for professional and home 
users.  From its Hong Kong IPO, the company distributes its mainly China-sourced products 
to global markets. To keep the China operation lean, the company outsources its entire 
back-office operations to Fiducia, so it could focus on designing innovative products, 
developing reliable production partners, and assuring quality.

By adopting Fiducia’s OTC (Order To Cash) service, an end-to-end business process solution, 
the client benefits from:

 f a stable, lean operation team with broad expertise and customer service mindset
 f technology-enabled integrated processes
 f latest financial management practices
 f minimal management oversight 

Fiducia Success Story: OTC Service


