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The benefits of systems thinking to engagement
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My first experience of systems thinking

| have worked
here for 30 years
and for the first

time | feel like
| am somebody
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The diagnostic and action

| have worked
here for 30 years
and for the first

time | feel like
| am somebody

The diagnostic showed that if the
frontline advisers were trained in a
key technical issues, 80% of the
customers’ queries could be dealt
with on their first contact with the
adviser
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What changed?

| have worked
here for 30 years
and for the first

time | feel like
| am somebody

Instead of making a note of the
disgruntled caller’s name for a
call-back, the adviser was able to
handle the majority of queries
themselves
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The outcomes

| am no
longer working

In customer-
complaints

e Customers were delighted
* Productivity improved

* Customer-complaints staff were
redeployed and trained in order
to deal with the growth in
demand
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What is systems thinking?

Behaviours

e Systems thinking is a way of
looking at an organisation as an
interdependent whole rather than
its component parts

* Thisis an extremely effective
platform for solving organisational
problems
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Why is systems thinking a great
platform for problem solving?

* An organisationis an
interconnected system

* When one partis altered it can
have an unintended impact in
another part

Processes

 The cause of a certain problem
may be buried in another part of
the business
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How does thinking change?

Systems thinking causes you to:

CAUSE

e consider the purpose of the
system

e understand what matters to
the end-user

e take into account the effect of
interdependencies

e stop thinking along narrow
functional and linear tramlines EFFECT
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How does systems thinking
and problem solving work?

By thinking systematically you:

* make visible what is invisible

* find the root cause to fix the problem

* change the system conditions to sustain the change
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The development of systems thinking

e e Peter Senge in The Fifth

process

Discipline raised the
importance of thinking
systematically to solve major
global issues
Core service e John Seddon created a
process , ,
practical problem-solving
Systems Thinking framework
known as ‘The Vanguard
Method’
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The 4D self-sustaining intervention model

Diagnose

Design

Deploy

Develop
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Karl Bollard worked with John Seddon and the Vanguard
Method

Since working independently over the last 5 years he has
formed Quo-Change consulting, developed the thinking and
created a quicker, easier to teach and sustain approach

The result is the ‘4D’ self-sustaining intervention model. It is a
collaborative methodology leveraging Systems Thinking that
delivers transformational change rapidly

It provides a framework where culture and values, technology
and support services (such as HR) are all changed in line with
the transformation of the operating model



The 4D intervention model
for transformation at-a-glance

Diagnose

Design

Deploy

Develop
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Activity

Understand purpose and analyse the data

Experiment

Deliver plan to wider areas

Implement ways to sustain the change

Product

Improvement opportunity

Proven work design

New operating model in place

New enabling infrastructure
and culture



Systems thinking — improved
performance or engagement?

It doesn’t force choices about outcomes
* Happy customers AND
* A more profitable business AND

* Highly motivated employees
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Systems thinking — key outcomes:

 Enhanced customer service/satisfaction

* Improved customer journey through the
organisation

* Reduced service failure and waste activity

* Improved efficiency and financial optimisation

* Increased operational capacity as a result of waste
reduction

e Better control and regulatory compliance

* Higher commitment to change and innovation

* Sustained engagement
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Systems thinking — why does job
design matter in the engagement journey?

* “If you want someone to do a good job, give them a good
job to do” Herzberg

e Staff end up loving their work if you design jobs that
empower staff to do the right thing by the customer

e Eliminate the activity that adds no value for customers and
you also remove the hassle and barriers that demoralise
your employees

* Redesign an organisation to deliver exceptional customer
service based on what customers really want and you
transform staff engagement
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HR Shared Service Centre — case study

e Service was identified as a major failing typified by:
* poor response rates

* backlogs in ‘cases’

e A4Dintervention team was created
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HR Shared Service Centre

1. Diagnose: Using data and observation a clear shared view on
the key requirements for service delivery was obtained

2. Design: The work was designed to deliver the purpose,
ensuring ‘right’ type of advice was given at the appropriate
time

3. Deploy: Following successful experiment all teams were
engaged to work with the new design

4. Develop: The team became expert at understanding their
service quality and continually driving improvement
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Key outcomes

e Qutstanding customer feedback

* |Increase in case resolution within 3 days from 19% to 58%
e Reduction in case backlogs of 80%

e Capacity gains of 30%

* 50% increased promotions

* Anincrease in staff engagement from 50% to 85%
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It’s the Last Word

After 30 years of looking
at organisation design and employee
engagement, we can safely say we have
never seen any other approach that makes

such a profound transformation in such
a short space of time or that truly
empowers people to make
change for themselves.
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