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Part C: Changes at Gaska Tape after 2007

After Judy left, I noticed we had been complacent about the number of employees we
had at GASKA, and the overhead costs were out of control. Given the economic
downturn and the pressures of the legal battle between Judy and me (Exhibit 2), getting
the costs down was critical over the next three years.

In 2009, a judge ruled that I was entitled to buy GASKA from my sister. It took us two
years of litigation, and the commitment to the legal battle was debilitating. Banks were
reluctant to give me a loan, encouraging me to work out my conflict with Judy instead or
even suggesting I should sell. Since that was not what I wanted, I still found a way. I had
to meet a strict payment schedule, or I could lose it all.

I knew the buyout could go wrong. I knew I could lose it all. I was not blind to what was
happening to the economy; it was not pretty at all. In such a context, the average
person would have sold out to a third party. But I never hesitated to take this bull by the
horns and just run it myself.
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We indeed went down in 2008 and 2009. The economy had collapsed. And as I
remember it, our sales went down by half, easily. Under such pressure, I made drastic
structural changes, and they worked. Today, the company is outstanding in its innovative
product development, delivering customized solutions to a range of industries, including
housing and automotive.

Some examples of Gaska's products include weather strips for window manufacturing.
These strips are waterproof and elastic, allowing for significant expansion and
contraction of glass within aluminum frames, a critical feature for temperature
fluctuations.

In the automobile industry, the company's invention of foam tape that dampens sound
and vibration revolutionized the car manufacturing process. A recent source of pride is
our solution for Johnson’s and Johson’s band-aids. Do you know that stubborn black
mark left behind by the glue when you peel off a band-aid? Our innovative glue
eliminates that problem. It doesn't react to the heat of your skin in the same way, so you
won't have to deal with that irritating sticky residue anymore.

Gaska Tape's success lies in its customer focus, production of high-quality, customized
solutions to specific problems, and ability to innovate and adapt to changing industry
dynamics. The company's product quality and strategic client diversification have
enabled us to navigate economic uncertainties while maintaining a strong market
presence.

The growth of Gaska is, I believe, directly linked to the management decisions I made in
the critical years of 2007 to 2009. Here are some of the key initiatives we implemented
to transform the company:

● Rightsizing: Acknowledging the mismatch between our workforce and our sales
trends, we undertook a rightsizing initiative, decreasing our staff from 145 to 66
(see Exhibit 3). The economic downturn in 2008 and 2009 impacted us all,
necessitating a recalibration of our company size to align with our sales at the
time. This resulted in layoffs, a tough decision but one that was made to ensure
the survival of the remaining team members.

Making this decision was crucial to keeping the company afloat during a
business downturn. But more than that, I viewed rightsizing as a strategy to
stabilize sales cycles. A leaner and more versatile team would be more adept at
managing unexpected spikes in demand without compromising profit margins
during fluctuations in sales volume.
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● Customer-Centric Approach & Service: At the heart of our strategy is a
customer-centric approach, prioritizing the understanding and meeting of
customer needs with high-quality service rather than just chasing sales and
short-term profit. I believe many manufacturers get it wrong in two critical areas.
Firstly, they push their teams to produce quickly with inferior equipment to
maximize margins, only to incur double costs when defective products
necessitate re-manufacturing. We take a different route: we produce right the first
time, ensuring efficiency and customer satisfaction. Secondly, unlike others who
develop products in isolation and then seek buyers, at Gaska, we collaborate
closely with our clients. We identify their immediate challenges that can be
addressed with tape or foam solutions and then tailor our products to these
needs. This approach sets us apart from the competition and means that each
product we sell is uniquely designed for the client who requested it, eliminating
direct competition.

● Quality and R&D:We invested in research and development, upgrading our
equipment, and refining our processes to guarantee our products are consistently
high-quality and reliable.

Our mantra is achieving quality. We aim to deliver products that are not only of
high quality but also consistent, ensuring that when customers open their
shipment, they find exactly what they expected—no surprises, just confirmation.
'Yes, this is what I ordered.'"

● Commitment to Domestic Manufacturing: Despite the push to outsource
production abroad, Gaska Tape steadfastly chose to manufacture within the U.S.,
tapping into the unique opportunities and benefits of domestic production.

Three decades ago, I was questioned about setting up a plant in China. My
response was, 'Why would I?' The U.S. is brimming with opportunities unmatched
by any other country, making it clear to me that our manufacturing belongs right
here, not overseas."

● Continuous Improvement and Waste Reduction: Adopting a mindset of perpetual
enhancement, we are committed to identifying and eliminating inefficiencies
throughout our operations, optimizing for efficiency and cost savings.

The essence of our approach is rooted in continuous improvement. Regardless
of the task, the goal is always to refine and enhance. We constantly ask, 'What
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are we doing? Where are the issues? Where is the waste?' and then eliminate it.
As I've often said, the goal is to produce a product once and be compensated
once. Producing the same item twice for a single payment goes against our
philosophy.

● Investment in Equipment: Gaska Tape's commitment to excellence led us to
invest heavily in advanced testing equipment and machinery, significantly
enhancing our product reliability and value. Additionally, we inaugurated a new
facility, ensuring it was outfitted with the latest technology.

After having established a foundation for certification in both the construction
and automotive industries, we turned our attention to creating product lines
specifically designed to meet our customers' unique needs. This involved a deep
collaboration with our clients, understanding their specific challenges, and
developing products that provide real, tangible value to them. We are always
ready to solve the most difficult challenges our clients have. And therein lies our
competitive edge.

People and Culture

Our company's greatest assets are our people and the culture within which they work. I
firmly believe that our competitive advantage stems from our team. Often, there's too
much emphasis on machinery, products, and optimizing productivity. These elements
are important, but real results are achieved by focusing on our people and building a
cohesive team. This approach has been central to my contributions. I prioritize hiring
individuals who are more knowledgeable than myself and allow them the freedom to
work independently. I'm not one to micromanage. By providing a clear, overarching
direction and encouraging everyone on the team to pursue innovative ideas, I empower
my employees, fostering a culture of well-being through empowerment and
collaboration.

However, we recognize that we still have significant room for improvement, particularly
in our efforts to reduce attrition rates among new employees. Our retention strategies
are more effective with employees who have been with us for over three years
compared to those in their initial years. The first two years see the highest turnover. I
think that this time is a kind of long test period. While generational differences and
industry-specific trends play a role, we must clearly enhance our cultural and
operational strategies to support our newer team members better.

Our impact beyond the industry
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Our company's influence extends beyond the immediate scope of our industry, thanks in
large part to our commitment to philanthropy and community engagement, which are
made possible by the success of our manufacturing business.

We have also taken steps to preserve the rich heritage of the American automotive
industry. I have created the JBS Collection, restoring vehicles from the early 20th
century's Brass and Classical eras. This displays rare and unique cars and is a tribute to
automobiles' artistry, design, engineering, and historical significance. It underscores
their role in crafting American automotive culture's narrative (Exhibit 5).
Certainly, thoughts of Judy linger. This case, which you are reading, stands as proof.
But Gaska has allowed me to fulfill so many dreams, and I wouldn't want to change that
for anything.

I have never done this alone. Building on my father's legacy and with Laura's support,
my strategy has been to surround myself with top-notch talent. Elkhart is the ideal
setting (Exhibit 6). It embodies the American dream, pulsing with an entrepreneurial
spirit. Here, someone starts with an idea in a two-car garage and thrives. That's the
story of Gaska. What sets Elkhart apart is its "get it done" attitude—opportunities are
grabbed, and entrepreneurship blossoms.
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Exhibit 1:

Source: Company’s Website
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Exhibit 2: Industry 2008

Source: https://fred.stlouisfed.org/series/DAUPSA

https://fred.stlouisfed.org/series/DAUPSA
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Source: https://www.incontext.indiana.edu/2010/may-june/article2.asp

https://www.incontext.indiana.edu/2010/may-june/article2.asp
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Exhibit 3:

Source: Company’s Documents
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Exhibit 4:

Source:
https://wsbt.com/amp/news/local/elkhart-police-to-get-new-equipment-thanks-to-community-don
or

https://wsbt.com/amp/news/local/elkhart-police-to-get-new-equipment-thanks-to-community-donor
https://wsbt.com/amp/news/local/elkhart-police-to-get-new-equipment-thanks-to-community-donor
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Source: https://www.cnn.com/style/article/vatican-swiss-guard-new-helmets-intl/index.html

https://www.cnn.com/style/article/vatican-swiss-guard-new-helmets-intl/index.html
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Exhibit 5

Source: The JBS Collection Instagram Account
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Exhibit 6: Elkhart Manufacturing by 2021

Source: https://advisorsmith.com/data/top-cities-where-u-s-manufacturing-is-thriving/


