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THE BUSINESS CONTEXT 
Operating in the aviation industry 
means managing complexity every 
day. 
The organisation was navigating a 
combination of operational transfor-
mation, cost pressures, changing 
market conditions and increasing 
stakeholder expectations. At the same 
time, geopolitical developments 
continued to create uncertainty and 
disruption across the industry.  
In this environment, effective leadership 
alignment became increasingly 
important. Decisions required close 
coordination across functions, while 
balancing commercial objectives, 
operational requirements, risk and 
governance obligations and people-
related priorities. 
The leadership team recognized that 
future success would depend not only 
on individual expertise, but on its ability 
to work together as an integrated 
leadership team.  

THE LEADERSHIP CHALLENGE 
The team consisted of experienced and 
highly capable leaders with diverse 
professional backgrounds, responsibili-
ties and perspectives.  
While each function was performing 
well individually, the complexity of the 
business created natural tensions due 
to competing priorities. Different 
perspectives on risk, performance, 
resources and decision-making occa-
sionally led to friction, slower alignment 
and missed opportunities to leverage 
the full strength of the leadership team. 
The objective was not to improve 
individual leadership capability. Rather, 
it was to strengthen collective leader-
ship effectiveness, enhance cross-
functional collaboration and create 
greater alignment around shared 
business priorities. 

WHAT THE ASSESSMENT 
REVEALED 
The engagement began with a Hogan 
360° assessment process for all 
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dnata Switzerland has been providing 
airline ground handling services at 
Zurich and Geneva airports since 1996.  

Today, the company supports 
numerous international airlines, 
handling more than 35,000 flights, over 
7 million passengers and 83,000 tons 
of cargo annually, while operating 
three premium airport lounges.  

Safety, operational excellence and 
sustainability are at the core of its 
service delivery. 

As organisations grow and face increasing complexity, leadership success 
depends not only on the strengths of individual leaders, but on their ability to 
operate as a cohesive team. The leading airline ground handling provider dnata 
Switzerland AG engaged PROTEA PARTNERS to support its leadership team in 
strengthening alignment, collaboration and collective accountability. Using a 
combination of Hogan 360° assessments, individual feedback, team diagnostics 
and a facilitated leadership workshop, the team developed a deeper 
understanding of its dynamics, identified opportunities for improvement and 
established practical commitments to enhance collaboration and decision-
making. The result was a stronger foundation of alignment, shared ownership and 
collective leadership effectiveness to support the organisation’s future ambitions. 

CASE STUDY: FROM TENSION TO TRUST
MOVING A LEADERSHIP TEAM FROM INDIVIDUAL 
EXCELLENCE TO COLLECTIVE EFFECTIVENESS 
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By building greater trust, understanding 
and accountability, the team 
strengthened its ability to navigate 
these tensions productively and focus 
on collective success rather than 
functional optimisation. 
The result was a stronger foundation for 
collaboration, leadership effectiveness 
and sustainable organisational 
performance. 

 
 
 
 
 
 
 
 
 

KEY TAKE-AWAY 
High-performing leadership teams are 
not defined by the absence of tensions. 
They are defined by their ability to build 
sufficient alignment, accountability and 
trust to turn differing perspectives into 
better decisions and stronger business 
outcomes.  
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members of the leadership team. 
Beyond providing individual feedback 
and development insights, the 
assessments created a fact-based 
picture of how the team was 
experienced by colleagues, direct 
reports and superiors. When viewed 
collectively, the results highlighted 
several recurring themes across the 
leadership team. 
The data suggested opportunities to 
strengthen accountability, improve 
cross-functional collaboration, 
increase alignment around priorities 
and foster greater transparency in 
communica-tion and decision-making. 
Perhaps most importantly, the process 
established a common language for 
discussing team effectiveness. 
Conversations moved away from 
assumptions and personal perceptions 

OUTCOMES 
The engagement helped the leadership 
team develop a deeper understanding 
of both its strengths and its opportuni-
ties for growth. 
Participants aligned on several 
practical improvements, including 
clearer decision-making processes, 
stronger follow-through on commit-
ments, more consistent cross-
functional communication and greater 
clarity around shared leadership 
expectations. 
Perhaps the most valuable outcome 
was a shift in perspective. Team 
members recognised that many of the 
challenges they experienced were not 
signs of dysfunction, but natural 
consequences of operating in a 
complex business environment. 

PROTEA PARTNERS GmbH 

info@protea-partners.com 

www.protea-partners.com 

towards constructive dialogue and 
shared understanding. 

FROM INSIGHT TO ACTION 
Building on the assessment findings, 
PROTEA PARTNERS designed and facili-
tated a leadership workshop focused 
on translating insight into action.  
Rather than viewing tension as a 
problem to be solved, the team 
explored how productive tension can 
become a source of better decision-
making, innovation and business 
performance when managed 
effectively. 
Through structured discussions, team 
exercises and facilitated reflection, 
participants examined how their 
individual leadership styles, functional 
responsibilities and behavioural 
patterns influenced the overall team 
effectiveness.  
The workshop encouraged open 
dialogue around collaboration, 
accountability and decision-making. 
Importantly, discussions remained 
focused on behaviours and business 
impact rather than individuals, creating 
a constructive environment, balancing 
challenge with psychological safety. 
Ultimately, the team identified a series 
of actions and commitments designed 
to strengthen collaboration and 
improve effectiveness over time. 
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The challenge was not individual leadership performance – it was collective 
leadership effectiveness. The process helped us move beyond individual 
perspectives and focus on what matters most: how we operate, collaborate and 
make decisions as one leadership team.      Willy Ruf, CEO dnata Switzerland AG 

mailto:info@protea-partners.com

