


AGENDA

• Introduction Krisos

• Meet: Indaero

• Transformation update: highlights, results & challenges

• Q&A with Dunia, Darío, and Julian



B U Y

OUR APPROACH

We buy trad i t ional ly organized companies:

• SME businesses wi th chal lenges ( i .e .
succession, d isengagement, growth)

• Annual revenues: €3-10M (EBITDA: >€0)
• Trad ing for over 5 years
• Between 30-100 employees

T R A N S F O R M S U S T A I N

We transform the acqui red companies
through a proven transformat ion approach.

The goal? To create a highly engaging,
successfu l , and impact-dr iven organizat ion.

Once the t ransformat ion is complete,  we se l l  
the company.

We wi l l  use a steward ownership st ructure 
wi th a st rong preference to se l l  to 
employees.

The goal? To ensure preservat ion of  the new 
way of  work ing.



OUR APPROACH



NER RESULTS

• Productivity: 40% productivity increase, on average

• Profits: 25-400% increase in first 2 years

• Solidarity: 0 people fired for economic reasons

• Salaries: 27.4% higher than Basque Country, 41.1% more than Spain (without profit share)

• Absenteeism: 32.4% lower

• Safety: 7x less accidents

• Attrition: <1% per year



MEET: INDAERO



Indaero
Products



2022 2023 2024

Started 
Conversations

Made a 
nonbinding offer

Owner came to 
Bilbao to visit ner 

group

Vote! 
87% yes.

DD Completed

Bought Indaero
12th July

New organization 
design approved

Phase 1 of salary 
balance approved: 17% 

increase

Peer calibration completed 
Phase 2 of salary balance 
approved: 24% increase

First 
collaborative 
Budget (PIO) 

approved

Highest sales 
month ever!

JOURNEY SO FAR



TRANSFORMATION UPDATE

1. Replace hierarchy with self-management

2. Fixed operating rhythm

3. Balanced salary model

4. Full financial transparency + 25% profit share

5. Personal development training



1 .  REPLACE HIERARCHY WITH SELF-MANAGEMENT

• Bosses/managers moved back into 
teams

• Much larger sales team (from 1 to 
6), with 3 ex-directors

• One dist inct cl ient l ine for labels 
• Covers and Interiors l ines merged to 

be more f lexible with handl ing the 
workload f luctuat ions

• Merged engineering & R&D teams to 
offer more support to the junior 
engineers



2 .  FIXED OPERATING RHYTHM

• Teams select their representat ives
• Weekly: commitment meet ing
• Bi-weekly: relat ions meet ing
• Monthly: steering meet ing



Avg salary increase 
of 24% 0

1
2
3
4

Polivalencia

Productividad

Trabajo en…

Compromiso

Resolutividad/…

Iniciativa/…

Autoevaluación Evaluación Compañeros

360º bossless calibration

3 .  BALANCED SALARY MODEL

• Co-created and cal ibrated by al l
• Based on peer evaluat ions
• Salaries are ful ly t ransparent



4 .  FINANCIAL TRANSPARENCY + 25% PROFIT SHARE



5 .  PERSONAL DEVELOPMENT TRAINING

• Collaborative decision-making training for all representatives of all forums

• Conflict resolution course for all relations representatives

• Leadership development courses (Tuff & CAIS) for 4 selected people and wil l be extended

• Coaching sessions on an as needed basis

• In the works: Emotional Intell igence course bespoke for Indaero for all employees



BIGGEST CHALLENGES

1. Effective planning & commitment

2. Confl ict that is not handled in a straightforward way (direct but caring) 

3. The transit ion from parent-chi ld to adult-adult relationships



RESULTS SO FAR

• Record sales in January

• The team is 180% above its already ambit ious projections for this year

• We're on track for a growth year where returns are expected to increase by 50%

• The number of people has grown by 20% since the acquisit ion and we are sti l l looking for more engineers to join

• Company valuation is 31% higher today

• Salaries have increased 24% on average

• Vacation days have gone up from 21 to 30 days per person per year

• An ethics and sustainabil i ty team has been established to identify improvement init iat ives and to lead the process 
towards obtaining ISO 14001 and B Corp certif ications.



Q&A



Use this discount code at 
checkout:

WANT TO ACCESS MORE EVENTS LIKE THESE?
Become a member of Corporate Rebels with this 20% discount code

Scan the QR code

MAKEWORKMOREFUN20


