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VALLEY PACIFIC
CONSTRUCTION

For a third-generation construction company,
maintaining a legacy while grappling with modern
business challenges was a daunting task. Years of

negative profitability, cultural inertia, and inefficient
operations had stalled growth and jeopardized the
company’s future. Recognizing the need for strategic
intervention, the leadership turned to 40 Strategy for
guidance. This case study delves into the step-by-step
transtormation that brought the company from the brink
of collapse to thriving success, showcasing the power

of strategic planning and leadership commitment.



THE CHALLENGES

The construction company faced
significant roadblocks, each

compounding the other:

1.Financial Turmoil: Years of double-digit negative profits
eroded confidence, both internally and externally.

2.Cultural Resistance: Stagnation and reluctance to
adopt new processes created an environment resistant to
growth.

3.Operational Inefficiency: Outdated and inconsistent
practices in estimating, billing, and project management
led to delays and dissatisfaction.

4.Customer Trust: Failure to meet project timelines and
expectations weakened the company’s reputation and
client relationships.

5.Leadership Fatigue: The pressures of managing a
struggling business had taken a toll on leadership, making

it difficult to envision and execute meaningful change.

These challenges demanded a multifaceted approach to
address not only immediate financial issues but also the
underlying cultural and operational weaknesses that hindered

progress.




STRATEGIC PARTNERSHIP
WITH 40 STRATEGY

Engaging with 40 Strategy marked the beginning of a transformative journey. The
firm’s tailored approach involved working closely with the company’s leadership

team to develop and implement a strategic plan. Key steps included:

1. Leadership Realignment
The president, as a third-generation leader, recognized that the company’s culture
and vision needed to evolve to meet modern demands. With coaching and support
from 40 Strategy, leadership undertook:
e A renewed commitment to transparency and open communication with
employees.
e A shift from micromanagement to empowering teams, fostering innovation and
accountability.
» A focus on leading by example, actively participating in client and team

interactions to set the tone for excellence.

2. Cultural Transformation
To combat resistance and reinvigorate the workforce, the company:
e Prioritized hiring “fired-up” team members who aligned with the vision for
growth and modernization.
e Introduced programs to recognize and reward employees who demonstrated
initiative and exceeded expectations.
e Fostered a sense of ownership among all team members, making them active

contributors to the company's success.



3. Employee-Centric Approach
The leadership realized that employees were the cornerstone of the company’s
transformation. Actions included:
e Regular feedback sessions to ensure employees felt valued and heard.
e Investing in training programs to enhance skills and prepare teams for greater
responsibilities.
 Providing clear pathways for career advancement, boosting morale and

retention rates.

4. Streamlined Operations
Operational inefficiencies were tackled head-on:
e Billing and estimating processes were overhauled to minimize errors and delays.
e Project managers were given the autonomy to manage bids and oversee
project execution, with the president serving as a mentor.
o Standardized systems were introduced to track project progress, ensuring

greater consistency and accountability.

5. Revitalized Business Development
Client relationships became a focal point of the strategic plan:
o Weekly written plans detailed outreach and follow-up activities, ensuring no
opportunities were missed.
e Leadership prioritized site visits and personal interactions with key clients to
strengthen trust and showcase commitment.
A systematic approach to bidding and relationship management helped

maintain existing clients while attracting new business.



THE RESULTS

The impact of the strategic changes was swift and dramatic:

1.Financial Recovery: Double-digit negative profits were
reversed to consistent double-digit positive profits within 12
months.

2.Ilmproved Efficiency: Streamlined operations reduced delays
and errors, resulting in on-time or early project deliveries.

3.Enhanced Reputation: Stronger relationships with clients,
driven by consistent communication and reliability, revitalized
trust in the company.

4.Employee Engagement: A motivated workforce contributed to
higher productivity and better customer experiences.

5.Sustainable Growth: A well-defined strategy enabled the
company to expand its client base while maintaining high

service standards.

One of the most striking outcomes was the 100x return on
investment achieved through the partnership with 40 Strategy—a
testament to the effectiveness of a structured and actionable

strategic plan.



KEY LESSONS LEARNED

1. Leadership Drives Culture

The president’s willingness to embrace change and lead by example was
pivotal. Empowering employees to take ownership and fostering a culture of
accountability created a ripple effect that transformed the entire
organization.

2. Communication is Critical

Open lines of communication—both internally with employees and externally
with clients—were essential in rebuilding trust and ensuring alignment on
goals and expectations.

3. Consistency Builds Trust

By adopting regular client engagement practices and standardized
processes, the company demonstrated reliability and commitment, which
were key to regaining and retaining customer confidence.

4. Employee Investment Pays Off

Satisfied and motivated employees became the company’s strongest asset,

driving productivity and enhancing the overall customer experience.




"WORKING WITH 40 STRATEGY
TRANSFORMED OUR BUSINESS. IT CHANGED
US FROM HAVING A LACK OF GUIDANCE TO
A PLACE OF REAL EFFICIENCY, MAKING LIFE

BETTER FOR BOTH OUR EMPLOYEES AND
MANAGEMENT. THE RETURN ON INVESTMENT
HAS BEEN UNPARALLELED, AND THE
TRANSFORMATION HAS BEEN NOTHING
SHORT OF LIFE-CHANGING."

- ADAM GHIGLIA, CEO OF VALLEY PACIFIC
CONSTRUCTION



CONCLUSION

This case study exemplifies the transformative power of

strategic planning, particularly when combined with strong
leadership and a commitment to cultural change. By
addressing both internal and external challenges, the
company not only turned its finances around but also
created a thriving environment for employees and clients

alike.

Through its partnership with 40 Strategy, the company has
laid a foundation for sustained success, proving that even
entrenched challenges can be overcome with the right
approach. The story serves as a blueprint for other
businesses facing similar struggles, highlighting the
importance of strategy, communication, and employee

empowerment in driving long-term growth and resilience.



ABOUT CARL J. COX

Hi, I'm Carl, CEO of 40 Strategy & 40 Accounting. For the past 25 years, I've
been a CEO advisor, strategic consultant, and board member with multiple
organizations that have grown 2x to 7x, with operations in four continents. |
have personal experience managing nearly every functional aspect of an
organization in high-growth environments, and am now using that experience to
help CEOs get unstuck, establish a clear path forward, and scale their

organization.

More than 90% of strategic plans fail. And I'm on a mission to ensure you're part

of the 10% that succeed.
How do you measure success?

If you're struggling to answer that question, or if you've tried growth strategies

that just are not working for your organization...

Schedule a consultation call to see how 40 Strategy’s CAPTAIN process could

scale your business.
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