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The Welbilt Story

On a fast track to the top!
By James Stevens/Vice President/Editor

SEJHF:H“ Avanti — iforward un-
der a strategic, diseiplined
plan} — is the motto of Welbilt Corpo-
rution. It is & credo corporate man-
agement serupulously endeavors io
follow, establishing plans and
strategies for developing and market-
ing its products throughout the world,
and following those plans to fraition,

Founded in 1929 by Henry and
Alexander Hirsch, primarily asa pro-
ducer of gas ranges, Welbilt Corpora-
tion is today a very successful pro-
ducer of commercial foodservice
equipment for world markets. In
1955, when the firm acquired its Gar-
land division, 2 producer of commer-
cin] ranges, its principal business was
kitchen ranges and ovens, Then the
business — and much of the industry
— began to slide. It labored along,
managing to survive in a very dif-
ficult market environment,

In 1971, Richard Hirsch succeeded
his father, Henry, as president, His
task: To develop a strategic plan to
restructure the company. He named
hiz college roommate, Larry Gross,
executive nssistant, and the pair vir-
tually liquidated the company. By
1976, all that remained were Garland
and & small vestige of its shrunken
appliance producing division with
combined gales of 819 million.

On the Cover . ..

The top management of Welbilt Cor-
poration. stand ¥n the Kitchen af
Noveh Shore [miversity Hospital—
Cornell University Medical College's
new Center for Extimded Core and
Rehabilitation, located in Long s
land, NY. This state-of-the-art Kil-
chen features equiprment moanufac.
tired by Welbilt Corperation’s Gar
land Commercial Industries sabsioi-
ary, including ranges, convection |
orens, sleam cooking equipment, and
| stationary and tilbing kettles. On the

left s Richard L. fivsch, president
and CEC. On the right is Lawrence
| B Gross, execubive wice presidesl
| David A, Hirsch iz treasurer ond
chiel financlial aficer
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Now, after dramatic restructuring
and the acquiring of businesses con-
sistent with it2 long-range business
plan, the firm is again on.a power
course. In fact, it was recently clas-
gified among the 200 best mannged
companies in the United States by
Farbes mogazine. Proof of its success:
the firm experienced compound an-
nual sales growth of 326 percent be-
tween 1982 and 1988, Even more im-
pressive, Welbilt's compound annual
earnings growth rate for the 5 full
years before going private was 54 per-
cent!

"The really dynamic growth of the
company began in the late "T0s when
the restructuring was completed and
a decision made Lo expand our com-
mitment to food service equipment,”

!

Richard Hirsch told APPLIANCE
"We reviewed our goals and sel new
directions for the future. We had
clozed 12 divizions, retained Garland,
and shrunk the company to a eritical
mass — reducing our sales volume by
about $40 million. Our Garland com-
panies in the U.S. and Canada moved
into new manufacturing facilities and
we wene poisged to grow Welbilt's posi-
tion in the commercial marketplace.
“In 1882, we made our first major
aequisition of four food service
equipment companies from Allegheny
International, acquiring Frymaster,
Belshaw Brothers, lee-0-Matic, and a
fourth company that was liguidated
My brather, David, joined Welbilt as
its chief financial officer and we
began to consolidate our considerably

Richard Hirsch
fleft), president,
ond Moges Sha-
piro, direclor,
Welbilt Corpo-
ration. APPLI-
ANCE photo
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Riehard Hirsch be-
came pregident of the
company i 871
upon the retirement
af his father, He di
rected the restruc-
turing process flal
resulted in the coms
pany's turnaronnd,
“In g nutzhell, people
and planning are our
cormpetitioe edge,” fie
said. T think our
perzoned, ater plan-
nimg and edicational
process, and our divd-
sranal management
incenfiieés ore ki-'_\.'
sfrengtha reaponsibie
for our competifive
pdvantage” APPLI- |
ANCE Phntos:

strengthened position i the food ser-
vice eguipment marketplace.”

In 1988, Richard and David Hirsch,
and other principals, in coordination
with Kohlberg & Company, moved to
acguire the company, taking it full
gircle to be, once again, a privately
held company, Today, the firm con-
centrates on the commercial food ser-
vice equipment business, producing a
fairly complete line of products for its
international customers

The Frymaster Fryer leads the
over-35-1b-fryer market and is used in
vestaurants, fast food establishments,
and institutional kitchens, The Gar-
land Hange has been a fixture in
commercial kitchens for more than
100 yvears. Then there is counter
equipment (broilers, griddles) and
ovens, both half-size and full-size, and
a host of ather products, Iee-0-Matic
ice machines and drink dispensers are
seen in hotels, motels, and restau-
rants throughout the world, Approx-
imately 65 percent of all the donula in
the world are made by Belshaw sys-
tems, Bakery equipment is the next
areu for the company's expansion.

"Our involvement with Belshaw,
which serves both the food service
equipment and bakery industries,
provided the impetus for our recent
expansion in the bakery equipment
industry,” Mr. Hirsch explained,

"“Belshaw was a relatively small
company, but quite profitable,” Moses
Shapiro, corporate director and
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chairman of the executive committes,
glaborated. "That brought us into
contact with the whole area of bakery
equipment. After 2 to 3 yvears of ex-
perience with Belshaw, we began to
loak at the bakery field as a means of
expanding In a parallel direction. So,
in 1986, we acquired Fedeo, a small
company in Odessa, FL, a producer of
high speed equipment for large
bakeriez. In January and April 1987,
we acguired FME and L&M, both
Canadian firms, FME (Food Ma-
chinery Engineering Company) and
L&M are in different segments of the
bakery business, and gave us sub-
stantial position in that area. Con-
sequently, today, these three bakery
eguipment companies make up 7 to 8
percent of our total business. In 1988,
we hought FHS (Food Handling Svs-
tems! and merged its operations into
Fedeo and FME, As a result of these
acguisitions, we became one of the
leading players in the bakery equip-
ment business virtually overnight.”
“From a philosophical standpoint,”
eaid Mr. Hirsch, "we aim to be the
lending supplier in the sectors we
gorve, bul more than that, we strive to
be the most technologically advanced
producer in our industry. We've de-
rived a lot of our customer relations
and service know-how from the con-
sumer appliance businesses we grew
up in and have applied some of that
knowledge to the commercial busi-
ness, For some time now, our gus-

tained growth has exceeded that of
others in the produet sectors in which
we compete — a result, we believe, of
our advanced technology programs
and emphasis on customer satisfac-
tion. We spend a higher percentage of
our total sales dollars on research and
develgpment than is customary in the
industry, We've made major commit-
ments to product technology, estab-
lighing our own product development
center to produce leading edge spe-
cialty products, In addition, we use
putside expertise to explore and de-
velop new technologies and to accel-
erate development in order to ensure
timely completion of our new prod-
uctsa,

"Hecently,” he elaborated, "we in-
troduced a new gas-fired pizza oven at
the National Pizza Show. The oven
reduces cooking time 25 to 40 percent.
It features improved recovery time
and rigidly controlled eooking pat-
terns that produce uniformly consis-
tent pizzas. The next phase will be to
apply the same concept to bakery
OvEens.

Operating Structure

Each division within the company
is autonomous with its own manage-
ment structure — president, financial
officer, and top personnel to head up
R&D, engineering, purchasing, man-
ufacturing, marketing and sales, and
service. "This is a strategy we follow
on a plant-by-plant, division-by-
division basis,” said Mr. Hirsch,
"staffed by what we believe to be some
of the verv best people in the indus-
try.

"The divisions are structured in
depth,” he cantinued. "The knowl-
edge, experience, ability, and depth of
management on the divisional level is
one of our prineipal strengths. Most of
the operating decisions are made on a
divisional level and there is an exten-
give exchange of ideas between divi-
signs, Corporate mestings are in-
structional as well as directional,
dealing with all the factors that im-
pact on a division's business and its
operaling results.

"We have a very talented and rela-
tively small corporate group, compris-
ing general management as well as
funetional types. In addition to Mr.
Shapiro, David Hirsch, Larry Gross,
and me, we have corporate vice presi-
dents of marketing, engineering,
manufacturing, administration, and
the corporate controller. The profit
and loss centers are the respon-
sibilitiez of the various divisional
presidents with full authority to
achieve their goals.”

Mr. Shapiro added, "We are, to a
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certnin sxtent, an interventionist
munagement and to a certain extent,
n handsoff manapemonl. We're in-
terventionist in terms of general sur-
veillance, We're interventiomst in
terms of assistance and ald. We're
hunds ofl in terms of dav-to-diay ne-
tivities. We have a planning process
in which the divisions play an ex-
tremely important role. We discuss
strotegies, tnotics, people, and
budgeting. Formal documentation is
significant, as [t forms the basis for a
dinlogue between corporute and divi-
gion, That dinlogue vesults in an
agreed-upon strategie thrust und the
tactical means, set forth in & formal
way, of effectunting that thrust. With
that done, the day-to-day operations
are contained in o budget that then
becomes the agreed-upon bible, which
determines how the divisions work
and are measured

"Finaneial incentives are a mijor
companent of our operaling process. A
lot of attention |s speni an:devising
incentive goals that can bo achicved
with a reasonable amount of effort
and dedieation. Objectives ga beyand
the achievement of profits. Produci
developmont, quality, strategie plan-
ning, and other non-dollar-denom:
inated gouls are established as woll
Evervhody knows the objectives
Evervbody knows the strategy to [ol-
low to achieve the abjectives s well
ns the general thrust of the tactics to

LA, .
"Ono of the things 1 think makes

thiz company unique,” he em-
phusieed, "is that inatead of spending
time bawling people out fop failing to
meet objectives, we teach them how 1o
create ohjectives and meet them, We
dao this on a daily basis, [rom the top
personnel to thoese in the field.”

The Competitive Edge

“Tn o nutshell, people and planning
make up our competitive edge,” says
Mr, Hirach, "We have been able to at-
tract, develop, and retam gome of the
best people in the industry — and
gome outside the indostry, ns well, |
think our personnel, our planning
nnd educational process, and our divi-
sionn] management incentives are
key strengths responsible for our
competitive advantage.”

“"Among what we belleve are our
competitive advantages,” Mr. Shapiro
explained, "are these: we never set an
objective without allocnting appro-
printe resources to anccomplish it We
recognize thut o company doesn't be-
come a technological leader ar o major
innovative factor in this business un-
less it s prepared to allocate the
funds and personnel necessary to ac-
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complish that goal. We have done s
in & mugor way, For exnmple, one ol
our divisiona will be muking seven
major product intepductions in 1989
That hasn't just happened within a
few months, some of Lhess projecis
have been in process for 2 years. If we
find that we need additional re-
sobirees, wee don't sy Do these projects
soquentinlly’; we say ‘Do them concur
rently and here’s the additional
money and peoplo you need.’

"Anather competitive advantage;
we know how to manage technology,”
he continued. "One necds more than
an engineoring degree. That's part of
it, but technological manogement én
compueses o whaole howt of other and
broader requirements ™

"Including time compression,” in-
torjeeted Mr. Hirsch, ™— getiing the
job done and out a lot faster than our
competition, and getting it done right
with not only an innovalive product,
but with o product that is relinble and
serviceable,”

New Introduction

Among the new products the com.
pany has recently introduced is o
hogel production syvatem for mid-aized
operations. "It fills a need In this in.
dustry,” satd Mr. SBhapirva. "I is
neither for mass-production bakoeries
nor for a small retail bakery, When
this project was undertaken, it liesi
had to be proposed and justified, We
had to onderstand Lthe coste, the
paybock, what markel need it satis
fied, what resources wore roguired.
el

“This venr our lee-0-Matie division
will be announcing four mujor new
products. On the consumer uppliance
business side, our Consalidated In-
dustries division s working on n Lo
tally now approach in horizontal gos
furnsces.”

Mr. Hirsch said, "We were the last
entry inta the commercial mixer
busginess an Lthe LTS, hut wa wern the
first to comn out with a fully elec
tronie syvstem for comtrolling speed
andd torgque, This concept of creativity
pormedtés our entire company, from
the smallest to the lorgest division.”

"I want to emphasize,” Mr. Shapiro
glarifiad, "this is directed innovation;
it b not serendipitods. A groal dedl of
our innovation s a resull of our close
relationship with the large chain
store aperitors wha have spocial
neede 15 vou were 1o ask, "What s the
major thrusl of your developmental
netivity?, | would say

1) The incorparation of more @lec-
iromie control svstems

2% The slimination of the regquire-
ment for skilled labor W Gpermte our

equipment. | This is very important {o
our customors who must use rela-
tively unekilled employees to handle
whot wsed to be delicate operations,
but which ure now totally electroni-
eully controlled — oot so much t ro
duce lnbor, but o reduee the skills re-
guired to operate it.)

31 To incorpornle greator reliability
into our applinnges.”

Not unlike other segmonts of the
appliance industry, the comnmircial
foodservics equipment bukingss is
also comeerned with service problems
Said Mr, Shepiro, "When two com-
panies claim (o have an applinnce
thot ix relldhle, Lthore i&8 one solid
messurement for determining which
& more relinble. That is MTHF —
Mean Time Betwesn Fallures. But A

Moser Shapirm, chagrmnn of the exeoninw
cormtter and direcior of Wellili, o oie of

the oaemnies of the eompany. He alse seeves
au director emerituy, Gineried Instrament
Corporetion, and oo e boerody of Toye 1’
e and Century Commsnioatiane Lo
rofion, On the sidde, he Roa fawghd af New
York Uivvermity mt distingrrshed aollonot
profeasive of manogrenend. 1w impariond
fir ploem oveoshpeas werafegy il stiek ath ot
I’ hird o exercise the self-diveipline
itn mol moving befors
plentied, aned Phen moving elong the line
vo s | il fetting expedlivnl or
mimor, serenifipitous oppanitinifies offstieol
Wi e the J:.I'r.rnfri'lf J'Ju.l"l:
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lot of statistical data has to be col-
lected before this can be developed.
We are in the process of doing that.
Most important, we are in the process
of developing innovative approaches
to the extension of the reliability of
our appliances to extend Mean Time
Between Failures.”

Mr. Hirsch added, "Obviously, we
don’t do this in a vacuum all by our-
splves, There is a verv delicate bal-
ance between our engineering groups
and leading outside consulting firms
with whom we work. We have ongo-
ing projects with such organizations
as the Gas Research Institute as well
as others. We respect their basic ap-
proach to understanding and solving
some of the major cooking problems
facing the industry. A delicate bal-
ance between our in-house staff and
outside consultants has increased our
capability to respond swiftly to the
design needs of our customers and the
industry,”

Automation and Productivity

The company is spending a great
deal of money modernizing and au-
tomating its manufacturing facilities,
installing computerized; flexible
manufacturing systems.

“Strategically,” said Mr. Hirsch,
"we recognize that for us to be com-
petitive we have to be the low-cost
manufacturer. You control your own
destiny when you are the low-cost
manufacturer,”

Reinforced Mr. Shapiro, "lt's a
question of developing a Total Man-
ufacturing System, of which equip-
ment iz only one part, to become a
truly low-cost operator — and low cost
doesn't just mean less material or bet-

ter use of material, or less labor or
less use of labor. It means designing
the product so that it becomes inher-
ently less expensive to produce — de-
signing it so it can be made by modern
technologies of manufacturing and
made so that it lasts.”

"Unlike the consumer appliance
industry where products are produced
in large runs, there are requirements
for many short runs in this business,”
Mr. Hirsch reminded, "We have a lot
of product lines within each plant
with short product runs, so flexible
manufacturing is more than just a
buzzword for us,

"We ¢ross-pollenize automation and
manufacturing knowledge among di-
visions, Consalidated Industries, our
furnace division, was one of the first
companies to automate spot welding
of heat exchangers, Although our
other divisional welding needs are
somewhat different, we were able to
apply their experience to them.”

What trends will we zee in commer-
cial appliances in the future?

"Shortage of labor in the kitchen —
gkilled or unskilled — is a phenome-
non we are seeing throughout the in-
dustrialized world now,” Mr. Hirsch
replied. "The fast food industry in
many instances is already paying
wages substantially above the
minimum wage, Automation in food
preparation means a reduction in
labor, That is going to be very, very
important in the design and develop-
ment of future commercial equip-
ment.

" Also, the servicing of equipment is
becoming increasingly expensive.
Serviceahility; accessibility to com-
ponents; designing the appliance so

il 3, 1989, Welbilt Corporation
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users can readily diagnose a problem
and repair it — all are becoming more
important.”

"Menu enlargement is a very im-
portant trend among our customers
now,” added Mr. Shapiro. "At one
point, our customer may have been
solely a hamburger shop, which also
served french fries. But some of to-
day’e fast food customers are prepar-
ing full meals: there’s a salad bar and
hot plates of one kind or another.
Food tastes change due to the expan-
gion of health awareness and em-
phasis. Menu changes will continue to
take place and the equipment will
move to be more verzatile and, there-
fore, useable for more than one prod-
uet or purpose. In addition, the
equipment will be down-sized to save
space.”

"Everybody is talking about 1992
and its implication for the European
Community and the world,” con-
tinued Mr. Hirseh. "The single most
important advantage 1 see coming to
the industry through the EC in 1992
is standardization of approvals,

"We recognize the significance of
the 11,8, fast food chaing' expansion.
They bring with them a new direction
in food preparation, earrying the
wave of American food trends
throughout the world. They have also
helped to expand the market for the
equipment used to prepare the fast
foods they market. This new demand
has been the single most important
factor in drawing us into world mar-
kets.

"But there are unigue cooking
habits in specific markets that are not
going to change fast and the 1992
trade initiatives by themselves will
not change local European tastes and
markets. A sustained marketing
thrust will help to overcome existing
barriers,

"We have set up offices with techni-
cal and sales people to serve those
markets we feel will experience the
greatest growth. We are a leading
commercial cooking supplier in Eng-
land today. We have our own factory
in Germany where we have the abil-
ity to produce a wide range of appli-
ances. We have the flexibility, for
example, of producing fryers in the
1/.5. and in Europe, depending on the
vagaries of the currency. We recently
set up an operation in France. We are
looking at other areas, including pos-
gible strategic acquisitions offshore.

“Ownership of manufacturing
facilities will be important,” he con-
tinued. "It can't all be done in the U.S.
We must have the flexibility of doing
both. But it's not only Europe; the

(Confenued on Poge W-251
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(Continued from Poge W-8)

Pacific Rim offers lots of opportunity.
We think that current Pacific Rim
manufacturers don't hold any unique
advantages over American commer-
cial appliance producers. As a matter
of fact, I think the sophistication of
food service equipment being pro-
duced in North America is more than
competitive with that being produced
in the Pacific Rim."

"It would be wrong to say our inter-
national strategy is solely to develop
a major export business," said Mr.
Shapiro, "but it is a part of a strategy
that invelves the utilization of any
indigenous design and fabrication ac-
tivities in various paris of the world
to supply those parts, as well as,
perhaps, to export to ourselves in this
country.”

On April 3rd, Welbilt acquired six
divisions of Aleo Standard's Food
Equipment Group: Cleveland Range
{with operations in both Cleveland,
OH, and Toronto, ON, Canada; 1.5.
Range; Dean; Savory; Merco; and
Alco World Trade iwhich has been re-
named Welbilt World Trade). The
company feels the transition of these
companies into independent entities
under the Welbilt banner represents
a significant step forward in its indus-
try leadership position.

“This is illustrative of our thrust for
the future,” said Mr. Shapiro, "which
is to own and manage the leading
brand names of each segment of this
business. We will add these com-

panies to our existing structure, re-
vamping their systems, both from a
management systems and product
development standpoint, along the
lines that guide our present divisions.
We will gain broader-based manufac-
turing capacities and a better repre-
sentation in the marketplace, since our
intention 15 not to merge the divisions
of the two companies, but to run each
of them as separate entities with their
own field sales and service forces.”
Are future acquisitions planned?
"There are a number of fragmented
commercial appliance producers with
entrepreneurial ownerships,” Mr.
Hirsch responded, "serving specific
needs of the market, which, combined
with our operations, could enhance
the overall prespects of both com-
panies. They could become part of a
bigger company without getting lost.”
"We intend to be larger than we
are, but larger isn't the name of the
game,” Mr. Shapiro explained. "We
intend to be better than we are; larger
is only part of it. Better is the key.
Better in terms of serving our cus-
tomers. Better in terms of the equip-
ment we make. Better in terms of the
life expectancy and reliability of our
products. Better in terms of the value
we offer and the service we render.
"We are not going to buy a company
because it happens to be available,
but — assuming it is available — we
will buy it if' it does the following:
1) Makes us a leading contender in
a market segment in which we do not
now have an important presence,

2) Adds to our product line some-
thing that we need to serve the indus-
try better.

3) Gives us a unigue technological
advantage that we do not now have.

4) Fits our distribution system or
opens up a new distribution system
not only for itself, but for other facets
of our business,

"Acquisitions must have a pur-
pose,” he continued. "The Alco acquis-
ition strengthens us in many areas.
We intend to acquire judiciously,
carefully, and selectively. We are not
conglomerateurs; we are businessmen
who have a vision of what a good
company in this field should look and
act like.”

"We want to be a full line manufac-
turer,” Mr. Hirsch added, "but you
can funection guite well in this busi-
ness without having an absolutely
full line. I don't think it would hinder
pur future growth. We'd love to have
it and it is part of our strategy to have
it if it is profitable and fits within the
framework of our philosophy.”

"It is important to plan a coherent
strategy and stick with it,” Mr, Shap-
iro philosophized. "It's hard to exer-
cise the self-discipline necessary in
not moving before you plan, and then
moving along the line that you
planned without letting expedient or
minor serendipitous opportunities
distract you from the planned path.
Self-discipline is the difference be-
tween a major, profitable company,
and a company struggling to survive.”

SemperAvanti! =

(Continued from Page W-14)

opportunities it now has. Part of ac-
cepting that challenge comes from fo-
cused attention on the manufacturing
process.

Mr. Radice stated, "We are cur-
rently developing manufacturing
cells that will allow us to produce
equipment straight through from fab-
rication to assembly to shipping. This
will enable us to respond to the needs
of the fast food operators better, as
well as to our dealers.”

In anticipation of this, additional
CAD/CAM equipment was recently
purchased and is now being installed
to program the operation’s numeri-
cally controlled presses,

The company’s goal is to serve the
food service industry the best way
possible, and Mr. Radice and Mr.
Kent agree their suppliers play key
roles in accomplishing this goal.

"We search worldwide for suppliers
that will provide the most consistent
quality at the lowest possible cost, so
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we can market a product that meets
our customers’ requirements for cost
and quality,” Mr. Kent explained.

Mr. Radice offers, "We try in every
way to keep an open line of communi-
cation with all of our suppliers,
whether it involves our purchasing or
engineering departments. In this
way, we expect to stay on top of every-
thing. If there's a new technology, we
want to know about it. We want the
suppliers to come to us and tell us
about it 6 months or a vear before it
hits the marketplace.”

Staying on Top

In terms of continuing to be the
prime supplier to the U.5, food service
industry and remaining successful in
the process, the company is ever try-
ing to answer the questions: What
will ranges look like in the year
20007, and What functions will be
expected of the commerecial kitchen?
For example, the advent of the use of
more sophisticated computerized con-
trols, Mr. Radice believes, is just

around the corner.

"The marketplace is always chang-
ing,” the chairman adds. "Our cus-
tomers want more labor saving cook-
ing devices. They want energy-
efficient, time-saving products.
Today, it is very, very important for
us to be looking at products that have
the capability to produce multiple
dishes rather than units dedicated to
one product, since the efficient use of
space is of such importance in the food
service industry.”

Over the past 5 years, the company
has dedicated a great amount of
money to R&D, a practice that has fil-
tered down from the corporate mind
set, Yet, that devotion to product de-
velopment would be worthless but for
the intense concern for the end uszer.

Mr. Kent concludes, "The whole
process of understanding the need,
developing the product, getting it into
production, and having it ready for
the customer when he needs it is a
formidable challenge. However, its
the kind of challenge we like” ____m
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