Blended Solution
Success Story
KEPNERandFOURIE® Customized Solutions
Do More With Less - Reduce Costs by Eliminating Downtime & Rework Practices!
DOWNTIME and REWORK are the visible manifestation of system & resource inefficiencies
and ever-increasing costs, causing high levels of frustration. Unless we embed certain
tools/templates with "Rules of Engagement" we will not achieve sustained application
practices.
What do we need to do that is different? We use on-job coaching with key staff members on
how to use the templates most effectively. We are also insanely focused on the relevant detail
of incidents and problems, because the “devil lies in the detail.” We drive “specificity” for
everyone to get to the bottom of the issue. We are “hell-bound” on fixing the causes rather
than living and dealing with effects over and over. We empower IT staff to solve incidents and
problems at source.
A TYPICAL KEPNERandFOURIE® PROBLEM SOLVING INITIATIVE
The purpose is to give key staff members the processes with their appropriate tools,
techniques and templates to address any operational problem situation quickly, accurately and
permanently.
THE APPROACH
We normally suggest a focused approach whereby the KEPNERandFOURIE® consultant and
the responsible Line Manager agree on the objective to be achieved and the metrics to be
measured for the nominated goal. This would indicate the target area and three things would
happen relating to this area:
• The Target audience will be provided with the appropriate skills to solve problems at
source. This would include the training of in-house facilitators as well as basic skills
transfer for key staff and all SME’s.
• Work processes in targeted area will be enhanced and improved with the embedding of
tools and templates for all employees to use daily. This would be applicable for reactive
and proactive problem-solving practices.
• Rules of Engagement to be determined that would suggest the effective use of the tools,
techniques and templates. In other words which templates would be used and under
which circumstances and by whom.
The facilitators will help the team to determine the core issues to be resolved and will also
assist them to systematically address each core issue effectively.
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TYPICAL OUTCOMES
Typical outcomes are;
• Reduction in problem resolution cycles
• Reduction in incidents and recurring problems
• Improvement in throughput and cross functional collaboration
• Achieving more with less
• Solving design and development problems before going into production.
WHAT YOU GET
You get an infrastructure consisting of in-house facilitators, tools, templates and
techniques that would empower any team to solve a problem at source quickly, accurately
and permanently. This “infrastructure” is totally focused on your objective and the metrics
to be achieved.
CLIENT SUCCESS STORY - CASE
DETAILED CLIENT STORY: TELECOM COMPANY IMPROVEMENT INITIATIVE
Background
This new entrant into the American market entered both the landline and wireless markets
and immediately started to grow at 20-25% per year. Initially this was not a problem but
after about 30 months they started experiencing the following problems:
• Missing project deliverable deadlines
• Slipping on performance objectives
• Increased customer complaints from both the corporate and retail business lines
• Increased costs of operations, which increased by 8.2% over budget in the first 6
months of the existing year.

MISSING PROJECT

DEADLINES AND BUDGET
PARAMETERS WERE THE ORDER
OF THE DAY!
The general motivation and resultant morale of the staff started to drop and early signs of
key staff resigning and looking for alternative employment. The most important reason for
leaving mentioned at the exit interviews was the negative impact on “work life balance”.
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Actions Taken
The client contracted KEPNERandFOURIE® to benchmark similar companies in their
world client base to determine reasons and fixes for what was happening. They felt that
they could not do anything about the growth problem, but also could not continue working
with this constant threat of losing good people and business.
The Lead Consultant quickly realized after the first round of management interviews that it
would not be necessary to benchmark with other companies, because he noticed that
there were definite deficiencies inherent in the way both the people and work within the
company was managed. KEPNERandFOURIE® suggested it was an internal problem that
could be resolved. The Lead Consultant realized that they would need a comprehensive
investigation to address the 20% element that was causing 80% of the problem situation. A
comprehensive survey was done to identify and address the problem areas.
Results Achieved
The results started to manifest itself as from the 6th month but took a total of about 18
months to come to full realization culminating in the following high-level benefits;
• Most ongoing projects were contained within the remaining baseline and 88% of new
projects were progressing well.
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TANGIBLE RESULTS
Customer complaints down
60%
Operating costs reduced
Resignations dropped
Recurring incidents
eliminated
Total number of complaints reduced by about 60%, but most significantly, repeating
complaints were reduced to a few incidents only.
Operating costs only increased by another 1.3% for the remainder of the first year, but
two of the four Business Units reduced their operating costs in the following year.
Resignations dropped to the normal attrition rate.
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FULL DETAILS OF THE INITIATIVE ARE COVERED ON THE FOLLOWING PAGES;
INTRODUCTION
KEPNERandFOURIE® only had the notion that it was an internal and inherent problem
this company was struggling with. Although KandF had some ideas what they needed to
do they were unsure of the extent of the inefficiencies or even what all the priority issues
were.
KandF agreed with their client to conduct an in-depth professional survey (diagnoses) on
the prime aspects of PEOPLE, PROCESS and COMMUNICATION to determine the exact
components that were the core issues in the company and when resolved, would settle the
bulk of the company problems. An on-line survey was conducted, which KandF
interpreted and presented to Management. The following were some of the core issues
causing most of the company problems:
• Meetings and the way they were managed came out RED all over the survey
• Most senior managers did not know how to manage the demands of a rapidly growing
company and needed help
• Projects were highlighted as another concern and respondents stated that it could be
improved
• Decision making was slow and many factors around decision making practices were
highlighted as inefficient
• Management of vendors were rated poorly
KEPNERandFOURIE® believes in reducing COMPLEXITY and that is why they conducted
this survey to identify the CORE issues and address these only. By addressing these
issues it would have a positive effect into other areas of company operations.
Once Management approved the idea of fixing the aspects highlighted in the survey
KandF contracted with Client Management on high level metrics, based on achieving
results in the areas mentioned in the survey. It was agreed that there would be a mix of
tangible and intangible metrics and results achieved.
PHASE ONE – DETERMINE THE PERFORMANCE GAPS
It was agreed that this initiative start with the Senior Management of the company. This
was a demonstration of commitment on their part and the start of a typical “top down”
approach to this initiative. Senior Management agreed that the Improvement Pillars would
be the following:
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1.
2.
3.
4.
5.

Management Skills
Project Execution
Meeting Management
Vendor Management
Decision Making Practices

It was also agreed that whatever KandF does it would be done in such a way to ensure
continued company application over the years. This meant that KandF had to transfer
most of their “consultant skills” to internal staff during the execution of this initiative.
KandF conducted the first round of investigative PriorityWise sessions with different levels
of staff in each of the Improvement Pillars. The aim was to have “first-hand” information
and feedback of what the obstacles and challenges are in each of these areas. This would
give Senior Management a more accurate idea of what the Performance GAPS were.

PROJECT PHASES
1. Determine the Performance Gaps
2. Set up the Initiative
3. Plan and Execute
4. Monitor and Remedial Fixes
PHASE 2 – SETTING UP THE INITIATIVE
Based on the intelligence gathered from the various staff levels Management identified
certain “low hanging fruit” that could be resolved without much effort and that would set the
“mood” and the example to the rest of the company about the serious intentions of the
initiative. KandF insisted that this initiative starts at the top to demonstrate Management is
prepared to “walk the talk”. Some of the actions taken could even be classified as
“cosmetic”, but nevertheless a visible demonstration of the intent of this initiative. The
initiative was then also called “Phoenix One” to make it more visible and indicate that this
was only the beginning of a series of improvements.
Management then appointed a CHAMPION for each Pillar of Improvement (POI) and
delegated complete accountability to each of the Champions to manage a series of
improvement projects for their own Pillar.
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KandF was to ensure objectivity and to “drive” difficult commitments for implementation
conducted a PriorityWise per POI. Once completed each POI Champion had a good
understanding what was needed to start generating improvement practices in the
company.
PHASE THREE – THE PLAN AND ITS EXECUTION
KEPNERandFOURIE® had to ensure that a realistic pace was maintained not to impact
too severely on existing operations. The following is an indication of the types of initiatives
embarked upon per POI:
1.

Management Skills – These were mostly Senior and Middle Management Skills and
it was decided that the skills would be addressing the skills also mentioned in the
other POI areas. This meant KandF suggested the following:
a. Senior and Middle level executives attended a Self-Responsibility workshop
b. KandF Coaching each senior executive in Meeting Management, Decision
Making and Self-Responsibility Skills
c. KandF took 6 of the Top Executives and set them up as mentors for lower
level managers.

2.

Project Execution – The following actions were implemented, which was mostly
based on feedback provided by the staff in their initial sessions:
a. Re-engineered the Project Management Process facilitated by a KandF
Consultant
b. Provided skills to Project Managers on how to “Manage a Project” rather than
pure Project Management training
c. KandF trained in-house Project Execution facilitators to help with coaching
fellow project staff on how to execute projects more effectively. Basically how
to diagnose causes for project difficulties and then how to fix them.
d. KandF provided on-the-job coaching during project meetings so that most of
the staff development took place during normal business as usual (BAU)

3.

Meetings Management – Based on a ThinkingWise conducted KandF the company
identified 3 core issues to be resolved to ensure more effective meetings. The
following was done over a period of time:
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a.
b.

c.

4.

KandF facilitated a session to clarify the typical purpose of meetings and what
needed to be done to make meeting highly effective in the company. These
actions were then implemented and communicated to all staff.
KandF developed internal meeting coaches that helped various teams over a
period of six months to conduct meetings more successfully. These new
meetings practices snowballed over the following six months to cover almost
all meeting practices.
The same meeting coaches also instructed the meeting managers on how to
use problem solving processes and templates

Vendor Management – KEPNERandFOURIE® is not an expert in this area and
contracted a Vendor Management Consultant to conduct a 1-day workshop on best
practices in how to manage contractors and vendors. KandF also used the internally
trained problem-solving facilitators to conduct problem solving meetings involving
vendors and internal staff to iron out logistics issues.

Ensured a realistic pace was
maintained as not to impact too
severely on existing operations

5.

Page 7

Decision Making Practices – This was one of the key issues running through all the
themes of problems this client experienced. Decision making was poor, slow and not
considerate of all the stakeholders when made. The result was that implementation
was shoddy and rarely successful. KandF initiated a combination of the following:
a. Trained the in-house facilitators to include these skills into all meetings and to
coach meeting leaders on how to use it effectively.
b. Educated all levels of management about stakeholder analysis and how to
use the decision-making processes to improve the quality of their information
gathering.
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c.

Established a dynamic PriorityWise for every POI that was kept up to date by the
Champion for each POI. The decisions to be made was driven by PriorityWise and in
each case a facilitator would be appointed with a team to investigate and resolve
each core issue identified by the PriorityWise process.

All five of the Pillars of Improvement ran parallel to each other and were sanctioned by
senior executives. This ensured all issues and problems would be presented to the
Champion to be resolved and ensure continued impetus for the overall initiative.
The execution of the total initiative was totally dependent on each Champion of the POI
and the availability of the facilitators, but in broad strokes took the following procedure:
1.
2.
3.
4.
5.
6.
7.

8.

CEO announced the vision and the objectives and high-level metrics of the initiative
Survey to identify core areas of concern conducted by KandF and feedback provided
to the executive for ratification
Pillars of Improvement Identified and Champions appointed
KandF conducted various PW sessions to collect important intelligence from the staff
KandF conducted first PW for each Champion and facilitators identified and
appointed.
Metrics per POI identified and communicated
Issues started to be addressed by problem solving teams (Rapid Action Teams) using
a facilitator, skills transfer started through mentoring, coaching, on the job training
sessions and formal training sessions conducted by KandF
Regular reviews by KandF and the Champion of each POI. Metrics updated and any
non-tangible benefit recorded. Remedial fixes initiated

PHASE FOUR – MONITORING AND REMEDIAL FIXES
The aim was to monitor both tangible and intangible benefits at quarterly intervals. Initially
the initiative took a bit of a dip, due to staff having to do extra problem-solving work over
and above their normal workload. This typical phenomenon was explained to all and
results started to “trickle” in after the second quarter.
Monitoring was performed through feedback sessions conducted by the internally trained
facilitators and reported to all the champions who in turn reported results, obstacles and
remedial actions during normal executive meetings.
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During the second quarter it became evident that the facilitators could not cope with the
new level of work demand. This affected the progress rate of the initiative and it was
decided to establish a Continuous Improvement Department. The most successful and
motivated facilitators were appointed to this department. The individuals in this department
took over most of the initiative responsibilities and were available for secondment to any
champion if needed.
Some personnel in the company could not afford time away from the job to attend a
workshops and special arrangements were made whereby they received their training in
modules during 2-hour sessions after the workday ended.
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