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the Corporation

Ignite business teams to drive results
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De-en-gi-neer T o d a \sdased functional departments

1. retract from an obsession with stifle human interaction and innovation,

business process &
technology

unnecessarily sustaining 20-40% of
ignite human potential for ]
innovation and - achievement Processing and customer care costs :

Now is the time to de -engineer relations, IT,sales, eligibility, etc.). Similarly, a cable
the centralized -function s company found that 30% of the truck  -rolls were
economy -of-scale paradigm

unnecessary, a nd could be eliminated through
better handling of case satthe onset by the call
Executives, frantic about the escalating cost of center. Ata bank, 25% of calls resulted from poor
labor -intensive work, such as exception processing, management of expectations by the branches.

service calls, and customer care, still cling to the
) ) So how do things get this bad and stay this bad?
notion of economies of  scale . However, those
] ] The answer is that when someth ing does go wrong

supposed O0e-ofescoamhiee s as mani fested in

the feedback is not immediate and consequential
centralized and isolated functions, have long past

to the person or persons creating the problem.
the poi nt of diminishing returns .

Therefore, learning never takes place and the

Each isolated function optimize s their actions that create problems and costs continue.

performance, to the detriment of both the The human connection is lost , along with the a bility

OReconnectthe di sconne customer experience and the ctoimpetegnddrive new levels of performance
performance. Forinstance , a leading health

Now is the time to reconnect the disconnected
insurer found that nearly half the suspended claims

functions. Now is the time to stop getting more
and half the calls to the contact center could be

efficient at work that should not have to be done
eliminated. The root causes, and solutions, were

atall. Now is the time to enable smarttech  -savvy
found instheamdpfunctions (provider

people to collaborate, innovate, and perform.
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De engineer to a chieve th e Tech-Enabled: The corporation would support the

teams with such things as products, marketing, and

benefits of a small business systems (e.g. biling). Wi t h t odayés techno

each team would also be enabled to share

(innovation, motivation and

knowledge, an d share workload when needed,
erX|b|I|ty ); yet keep the with the other teams.  Technologies; such as:

wikis/blogs, shared knowledge/collaboration tools,

economies of a big corporation.

the social web, and software to handle internal
The concept is to establish small teams (8 -15 markets; now makes it possible to effectively share

people), with each team running a piece of the knowledge and work among teams and others on

business, much like a franchise.  Each team would alargescale € and get credit for i

be: (1) cross -functional; (2) segments -focused; (3) Sel-Managing :Each team member woul
tech -enabled; (4) self-managing, (5) an innovation big cog in a small wheeld whe

engine; an d (6) results-driven. - eliminating obfuscation and opportunities for

Cross-Functional: The team would reconnect those finger pointing and excuses,

. . rtuniti n r pr r ntri
who sell, set up, and deliver an initial customer opportunities  (and peer pressure) to contribute

experience, with those who deliver day -to-day and perform. . Teams can provide a  great work

. p nvironmen r nd k h worker ,
services and cust @uithemono ar e é eanc()jnettoat tract and keep the best workers

the same small team. especially for the new generation (Gen -Y).

. . An innovation engine:  The more small teams, the
Cross-functional team design ~ for an HMO: g

Each team member would more opportunity for experiments and innovations.
be 0 a b i g cCoO Provider Employer Claims Contact Here is where the large companies can have a
- Relations Contracting | | Processing Center - .
wheel .6 S e Tm competitive edge over their small company

Team #1 1 ﬁ = 5:‘ M\!ﬁ\ _ _
E competitors, should they deploy this approach on
2 '8 v '-.3 "R ..

Team #2 : ﬁ L3 | [NV a large scale. This is another reason to try the team

approach now and get out in front of that
Segments -Focused: Each team would holistically potential threat.

serve a very small segment of clients, providers, ) )

Results-driven: Small and focused, a business
and members. Then the small team will get better

team is positioned to innovate and deliver results
and better at serving their customers and

that matter: (1) efficiently serving more customers
constituents & through tailored and continuously

with fewer longer -tenured employees, and (2)
improving work processes.

effectively driving up more revenue.
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Deengineering is natural .

Nearly every company has a periodic

crisis when a department accumulates a
serious backlog of problem  work requiring
a multi -disciplinary intervention . So what
is done? A
from various departments, s pulled

together to resolve the crisis.

The problem sare then dispatched with
increasing speed as the team works
together. The bac klog is whittled down in
a few weeks, success is declared, and the
SWAT team disbanded.

Why, if putting cross -functional teams
together to rectify a crisis is common
sense, is not common sense to organize

that way?
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Deengineering is easy to try.
sted

The team concept can be pilot te
with limited disruption to the corporation.
A few representatives of various functions,
put on one cross -functional team, can
foaus on serving a small group of
customers. The rest of the company goes

on as usual.

Even the roll -out of the team concept
can be done incrementally, one -at-a-
time, without the trauma of an all -at-once

implementation.

Done well, success breeds success. The
first pilot team provides a real proof  -of-
concept. The second team validates the
concept. The rollout is then driven by
managers looking to further capitalize on
the previous successes , and workers

seeking a better work environment.

Deengineering

The

ef fecti

ul

perform s.

ti mate measure of a t

veness: Orevenue per

(total revenues for customers of the

team/total employees on the team) is

measurable and understandable.

This measure encourages sales to long -

term good paying

customers ( and

discourages sales to high -maintenance

low -revenue customers). It encourage s

cross-selling, up -selling, renewals, and

referrals by everyone on the team

. This

measure also encourages efficiency (e.g.

fix i

ng

Oupstreamdbgiterocesses

manag ing customer expectations  to

eliminate service calls and costs, as well

as eliminate problems for customers ).

The measure encourages innovations that

matter to the team and the company.
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I KoTI=70 KT (=To g oo Io oY= N N NI =1i I N-BVICMI G Design how work gets done with our proven methodology

Y e st er apprgadhs is not what is needed today.

0The attempt to reduce activities which require flexibility,

adaptability, initiative, and O6Hey, |l etds try this shortcutd thinking to a
O6processd merely results in awwhewent hi nking robotic organizati o

everyone i s o0d&BobautCar@uydvo BeanCounters, 2011

To d a y écls capabilities, tech  -savvy people, and a pressing need to

innovate, create a tipping point where new ways of working are inevitable.

0 é sooner or | goingtoturn dursmokastadk management
model on its head. é enabling a management model where just about

everythingisd e c e nt r a |- G.Handkl, The Future Of Management, 2007

Companies that 6éget itd will create a great work environment to attract and
keep the best workers, and they will win in the marketplace. Small business

teams provide such an environment.

€ a nighite the people -power of team work

Companies consistently reach the conclusion to move to small self -

managed customer -centric teams when three things happen.

First, a cross-functional team is put together to redesign how a product or
service is sold, delivered, and supported . The team is made up of some of

t he company 0 sdsigmlng theasérieusness of the challenge.

Seco nd, before starting their design work, the team is grounded in the facts We can help-

about the customer, the work, and process d including where performance When we first started helping companies conduct major reengineering

suffers and how much it needs to improve 3 and why it needs to improve. projects, they tended to take six to nine months from analysis, through

Third, the design team is given a cle ar directive from the senior design, until piloting the new  process. And after all that work, regardless of

management, along with dedicated uninterrupted ti me to redesign how industry, the designs came out nearly the same 0 streamlined processes

works gets done . In this context, we have repeatedly seen these redesigns enabled by customer  -centric  cross-functional t eams. So now, with this

spell out radical ly streamlined processes, enhanced customer experiences , experience, our fundamental redesigns have taken a slittie as eigh t weeks

and enriched work life, enabled by self -managed customer -centric teams. to accomplish the same thing.
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