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Michael is a Senior Associate at Grant Thornton where he
specializes in decision analytics, strategy development,
and performance improvement execution.

He has extensive experience supporting operations and
marketing activities including, but not limited to, workforce
analysis (people analytics), return on investment (ROI) /
business case analysis, revenue forecasting, strategic plan
development, market strategy, and process improvement.
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measurement of key performance indicators (KPIs).

Michael holds a BS in Economics from the Wharton
School, University of Pennsylvania.

© 2018 Grant Thornton LLP. All rights reserved.


mailto:tina.cooper@us.gt.com
mailto:Michael.Casias@us.gt.com

Agenda

Context

Approach
0 Preparing the organization for a colossal journey
e Building a customer-centric approach to transformation
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Context

 An industry leading nonprofit professional association was experiencing market erosion, loss of
market relevance and decreasing membership as well as insufficient organizational capabilities
and culture to support an enterprise-wide customer-centric transformation.

« QOur team was engaged to develop an end-to-end transformation roadmap covering technology,
operating capabilities and culture.

* Interim deliverables included IT strategy, culture manifesto, employee experience design,
functional business area capability assessments and project management support.

* Our presentation will cover how our team captured the voice of the customer for this
professional association and developed a three-year $58M dollar transformation plan that will
span all customer segments, products and channels.

Q Grant Thornton 3
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Today's conversation will primarily focus on the massive endeavor to plan
and prepare for a transformation (rather than the execution itself)

@ Preparing the organization @ Building a customer-centric @ Setting the course by developing a
| for a colossal journey | approach to transformation | multi-year transformation roadmap

i. Internal (Company) Assessment i. Robust customer segmentation effort through quantitative i. Multi-year Transformation Roadmap (20+ program areas)
(i.e. surveying) and qualitative (i.e. interviews) analysis
ii. External (Market) Assessment ii. Business case analysis (BCA) to include program
ii. Evaluation and revision of the current product portfolio overview, project roadmap, and financial models
iii. Identification and adoption of strategic framework
iii. Revamp of the customer experience to meet new needs iii. Capability heat map evaluating core functional areas
iv. Strategy development and future vision of success
iv. Future state business needs assessment (i.e. capabilities) iv. Executive scorecard with key performance indicators
v. Development of cross-functional team
v. Employee experience and culture redesign v. Mobilization of various department teams

vi. Early communication with Board of Directors
vi. Enterprise App & Data strategies (IT roadmap)

Vii.

Robust case for change (burning platform)
vii. Business case and board documentation

viii. Strategic integration of core work streams

Q Grant Thornton 4

© 2018 Grant Thornton LLP. All rights reserved.



We used many 'Quality’' tools and techniques throughout this endeavor,

which we’ll highlight during our discussion

Define

Measure

Analyze

Improve

Control

Understand the problem and

define the process

—~— g

Activity Network Diagrams
Affinity Diagrams
Brainstorming
Cause-and-Effect Matrix
Control Charts

Critical Path Method (CPM)
Critical to Quality Tree (CTQ)
Facilitation

FMEA

Gantt Charts
Interrelationship Diagraphs
Kano Model

Line Graphs

Matrix Diagrams

Metrics Selection

Pareto Diagrams
Perceptual Maps
Prioritization Matrices

PDPC

Process Map/Flow Charts
PERT

Project Charter

Project Plan

QFD (House of Quality)

Risk Analysis and Measurement
SIPOC Diagram

Stakeholder Analysis
Statistical Tests

Tree Diagrams

Value Stream Map

Voice of the Customer (VOC)
Work Breakdown Structure (WBS)

Understand the process and

develop baseline

ANOVA

Average and Range Method
Binomial Distribution
Box-and-Whisker Plots
Cause-and-Effect Diagram
(Fishbone/lshikawa)
Cause-and-Effect Matrix
Checklists

Chi-Square Distribution
Data Collection Plan
Descriptive Statistics

F Distribution

FMEA

Histograms

Normal Distribution
Pareto Diagrams
Poisson Distribution
Prioritization Matrices
Probability Applications
Process Capability Studies
Process Map/Flow Charts
QFD (House of Quality)
Recording Check Sheets
Sampling Plan

Scatter Diagrams

SIPOC

Stem and Leaf Plots
Student's t Distribution
Work Instructions

Evaluate data to identify areas

for improvement

—~— g

2 Mean, Equal Variance, t Test
2 Mean, Unequal Variance, t Test
Affinity Diagrams

Analysis of Variance Method (ANOVA)

Box-and-Whisker Plots
Cause-and-Effect Diagram
(Fishbone/lshikawa)
Chi-Square Test
Coefficient of Determination
Confidence Intervals
Correlation Coefficient
Data Visualization
Descriptive Statistics

F Test

FMEA

Histograms

Hypothesis Testing
Multi-Vari Analysis

p Test

Paired t Test

Pareto Diagrams
Regression (Least Squares)
Root Cause Analysis (5 Whys)
Scatter Diagrams
Simulations

Stem and Leaf Plots
Student's t Test

Takt Time

Value Stream Map

Z Test

Q Grant Thornton

Design, test, and implement

solutions

—~—g—

Analyze/Interpret Data
Brainstorming

Control Plans

Define Experimental Objectives
Design of Experiments

DOE improvement analysis
EVOP Evolutionary Operations
Execute Experimental Design
FMEA

Hypothesis Testing

Kanban

Measurement system analysis
Mistake Proofing (Poka Yoke)
Multi-Vari Analysis

Process Capability Studies
Process Map/Flow Charts

Select and Scale Process Variables
Select Experimental Design
Training Plans

Use/Present Results

Validate results , monitor, and

control

—~—g—

Communication Plans
Control Charts

Control Plans
Dashboard

Process Capability
Process Documentation
Scorecard

Training Plans
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Learning objectives for today's session will include...

Discuss the activities and outcomes of a massive enterprise wide transformation planning effort

Describe how specific areas of quality best practices (i.e. LSS) applied and didn't apply to said effort

Share the story of a similar type of membership based not-profit that may resonate with your organization

o Grant Thornton
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Articulating the need for change was the first of many critical steps that
our client took towards beginning their transformational journey

Internal (Company) Assessment External (Market) Assessment

2016 Total . . _
YoY change (%) Trends by customer type K) Bring Agile to the Whole Organization it
Year-over-year change N st the past 5 years by
25 - DIGITAL ARTICLE by Jeff Gothelf
- Certifications nearly
- 20 flat by 2020
Certifications 15 { Maior uptick in Agile
{a" active] 10 4 _ adoption began to
- e oecur in 2009-2010 o
0 - - . - - - ; - - - ; - — 802
5
2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 Earyard
usiness i
25 1 i Review .
20 membersplp 4
15 4 aiready declining
{2 005 008 007 2008 00" 20: 20 01 01
members BT R T m s e e T T N TN e
***** ING’s agil
5] s agile
2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2018 2020
L]
25 - New members defaulfedinto t f t
- Chaptormermberahip- Chapter membership ransrormation
Chapter 15 1 one-tite Shiltupward but trand flat or declining by 2020
10 o === =
members | | Te——ml il TTTToeo--o
- I e T T W O X
0 — _,//_ e 257 McKinsey&Company
5 Financial Services
20086 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020
Two senior executives from the global bank describe their recent
journey.

Conducting an internal and external assessment enabled the organization to build the case for change while
gaining alignment with all major stakeholder groups, both internal and external (i.e. C-suite, Board, Staff)

o Grant Thornton
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By adopting the 'Playing to Win' framework, the executive leadership team
adapted their strategy and created a future vision of success

The 'Playing to Win' framework simplified strategy development by framing ...enabling communication to easily
critical decisions in the form of a choice cascade... flow throughout the organization

What Is Our Town hall events
Winning

L
Aspiration Where Wil

We Play?

Purpose Board of Director Webinars

Financial c _—
objectives (e.g., ustomers What Capabilities _ _ |
market share, Customer | - Must We Have? What Working groups (i.e. segmentation)
growth rates, segments Value proposition - Management
sales targets) . to customers MR Systems Do We
_ _ Industries/ Sources of Organization and Need?
Non-financial Products defensible capabilities Weekly transformation updates
obje_ctlyes (e.9., Geography advantage Asset Rules and norms
social impact) 9 i .
Value Chain ) review SyStemS ; ;
Partnerships S'ale_s ar_ld . Artifacts (i.e. posters)
. distribution Training and
Constituent configuration development
engagement ,
Metrics / Socials / Events
measures

Source: "Playing to Win" by Roger Martin Q GrantThornton
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To drive transformation efforts, a cross-functional team was assembled
which consisted of high performers* across the organization

Breaking down organizational silos Benefits of cross-functional teams within an organization

International

P aM (6 =

Brand MGMT

o Transparency & Awareness Diversity of Thought Network Collaboration
Transformation
Team
. ] [ ] L ) [ ] L ) . o o n: T .
|n| |n| |n| |n| |n| Information Criteria for selecting 'linchpin’ liaisons across departmentst
Technology
lﬂ"ﬂ"ﬂ' : |H"H| "If it doesn't pain you to give the person up, pick someone else"
- Gareerbev "If it's not someone whose voice you'll recognize when they call you at

home at 2:00AM, pick someone else"

*Key Observation: While best practices dictate the selection of high performers (and/or influencers) from each major department of an
organization, we found that leadership's hesitancy in sharing top performers diminished the overall impact of the team.

1. "Team of Teams" by Ret. General Stanley McChrystal o Grant Thornton 10
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Over a multi-month period, nine critical work streams were pursued, all
deeply rooted in a customer-first approach to transformation

JUNE JULY

Customer
Segmentation

Future State Business Needs

(Technology / Capabilities / Culture / Org / Brand Impact)

I
|
I
|
.
|
.
|
I
|

AUGUST SEPTEMBER

Customer Segmentation Activation

Business Case & Implementation

Change Management

Strategy Integration Management

Q Grant Thornton

OCTOBER

October
Board

Meeting
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The first step in this process was gaining a deep understanding of core
customer segments through quantitative and qualitative analysis...

Quantitative Analysis (i.e. survey analysis)

Demand Segments — Key Attitudes
(% Top 2 Box Agreement)

Next-Gen skill Builders [l Professionals [l Senior Leaders | SOMMUNY Mg iy to Retire
Volunteers
33% 2% 25% 4% % 10%

% of Client U i
\ A : | lllustrative
— “ Segment Overview: Community Volunteers
d vson my | —— 277 Priority Type: Influencer
1am more tech savwy than colleagues. I a4 39
I want to reach the C-suite I 35 2%
1
- s Who They Are
Lack of network makes it hard to get jobs i 17 16 - ' 0,
ol e M 0 M ey 23 = Community XYZ Universe ) Involvement (% of Segment, Stated)
1shouisveady be i a higher posito [ » VTt e Population: “65k Male |57% 65% 49% (292) Active Cert
I don't wait .. | make things happen 5 L e e 17% (399) Lapsed
s gt iy ekt :_5,. - Seasoned SME Female |43% 359, 69‘; (116) R - d
Colleagues come to me for advice — T experts, hfgh"y Im oo(rta nt) tan:ea r:esr1
wmwavewsnm-g:sz‘m-uwrk i 2% engaged in their Age 18-34  30% p ..........................................
: * . community via Age35-44 | 30% 60% (254) XYZ Members
Mote: Attitude statements condensed for presentation T 9
Mot [ s ma gremesthan rae.averll erage ortop scras il segmeets; I -Indcate ndex ss than B, cverall esrage chap .ters, with a Age 45+ | 40% 40% (174) Lapsed
history of 35% (163) Rated as
volunteering Total  Volunteers Important to Career!

Qualitative Analysis (i.e. interviews)

Jobs Interview: Carlos (Volunteer)

Forces of Pruiress

Overview of Occasion
Circumstance/Timeline
* 2011: MBA/Masters in Computer Science
* 2015: Begins studying for Certification
* 2016: Completes Certification
= 2017: Secures IT Manager rle at new

What Was Hired? |l What Was Fired?

(Hiring Criteria) (Firing Criteria)

* Help me take care of myself
because my company isn’t
going to take care of me
It’s not like it used to be

= The one thing | didn't want
to de was just code... | felt

* Open doors to jobs with

« Increase compensation
* Certification says that I'm

* Leadership opportunities at

Endorsed by managers early
in IT career

certification requirement

made me feel like | was not
wasting my skills

Certification chapters

Certification + Baby Cert Struggle/Trade-Off That's Interesting extensive training” (47%, 138)
online prep
(apps, book, - Agile/scrum + Former employer indifferent
videos) {buzzword, but to Certification
narrow use) * Lack of math questions on
Chapter Vol exam were troubling

*  When | don’t see growth opportunities in my current role, help me get credit for my experience, so | can shift

to a growth path

= When | am looking for social interaction, help me connect with PM colleagues, sa | can feel engaged in my

community

Source: Cambridge Group

16+ years
Work Experience

100% have Volunteered
with PMI Chapter

Differentiating Attitudes
O “My success depends on my ability

0 “l actively volunteer for orgs |
believe in” (51%, 147)
0 “Certs should require rigorous and

Jobs

Q Help Me Connect with my technical
Colleagues, So | Can feel engaged in
my community

0 Help Me Learn the Language, So /
Can get up to speed on new SME
approaches

don’t know how to stay involved
0 It can be challenging to find relevant
resources that are easy to digest

Average Per Capita Spend on...

Company

(Financial Data, Past Two Years)
% Customer (v. Registered): 85%
Certification : $33 (96)
Membership: $65 (257)

Other Resources

+ oy g onMSCE i | | o | gl e My success depends on my ability || Struggles
engineering + Studying for the Certification o develop other people” ( 0, ) Ol lack a professional netwarke (Stated Survey Data, Past Year)

Online Learning: $167 (92)
Cert. Test Prep: $92 (85)
Business Media/Lit: $21 (161)

What Defines Them Jobs Progress Sought Resource & Spend

o Grant Thornton
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...in parallel, we looked to better understand what capabilities were
needed within the organization to realize the strategy

Internal capabilities tended to fall within the categories of people, processes, and technology

Employee Exp. and Culture Business Needs Assessments IT Strategy

XYZ needs to undertake a significant shift in how business

e effective with a Customer-Centric Operating & IT work to deliver on its strategic objectives

Model

Emen i
execution mmpact via Pod orgasication model with one pod pes Diewnlop o Masketing Operations shased sorvices model

Qverarching enterprise governance and orchestration

Muktiple operating is requiredto enable and supporteach gear

Cwoemas pegmesn
Lacumbion .
) [p— T models working Small Gear:
.M.uhp-Q @ . - together, but spinning Systems of Each gear has
T';.“:'_:,{:::. oy 8T at different speeds Engagement unique aspects
.

Thinking®

e Sereicns related to:
o Y .m Medium Gear: * Risk
Wiimgary e Systems of + Speed
e ° b daicn ot o Insight « Governance
o i mhs ptical Tlent bt Crganizssion = Drganization
\u::lw.lzfu o e :::‘ci:::: ::w(:lm:-m::. ::uur:lrnuruuur:mpmd Large Gear‘- . Fl;g;ﬂ b|||[3,n
© Ubersnane DA N+ Unsape I peTR Systems of « Architecture
o(p:'e:'s;l\::l o B o B * Crim rmighta fremaeis . ;ame-«.n.e-'ummm.,um::, Record
.;_".-:fo‘wng; o 0 4 N g P 4 Devemp Fpreses e
et o © GramThomton  sa essec b ot i © GantThomben | s for o R
8 * Culture and employee experience survey « Identification of key business areas for assessment « Organizational survey on app environment (IT vs. Business)
_c% * Creation of Culture manifesto and core values « Staff engagement through interviews / working sessions « Stakeholder interviews across core functional areas
>
Q ET) » Training curriculum development (i.e. customer centricity) « Development of key recommendations per business area « Development of a robust IT Strategy including data
X > . . . . . S . . analytics CoE, data architecture modernization, etc.
= » Stakeholder interviews and c-suite working sessions » Prioritization of recommendations by impact versus effort
g Design of new employee lifecycle experience Presentation of findings to c-suite and senior leader teams * Multiple town hall events and working sessions to
. . - . .. .
(@] 9 ploy y P 9 communicate future vision of IT environment

o Grant Thornton 14
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Research and analysis efforts culminated with the development of a multi-

year Transformation Roadmap which incorporated 20+ program areas

GROWTH LEVERS

GROWTH ENABLERS

NTERMNAL CAPABN TS

2018 2019 2020

2021+

Prototype new product concapts

O:cr.'a:e-"rcdu:t Pertiolio (Carsfications, Membership, ez )

S Chane Redesign & Opemazaton

deliv ery

Objective 1:

Become market leader

dscape

Futurs [EBnine Expeniénce

Objective 2:
Build
Customer-centric
Operating Model

|

Objective 3:
Sustain Market
Relevance

—

Customer-centric
Operating Model

Objective 2:

Build

EPMO I Trarsformation Program and Changs Management

@ ooerenscopsecve  —— osecrve2 I PRODUCTS AND EXPERIENCE INNOVATION [
— OBECTVE —— OBECTWE3S [N CHAPTERSANDVOLUNTEERS [N INTERNAL CAPABLTES (NN

o Grant Thornton

TRANSACTION EXPERIENCE TRANSFORMATION AND
DATA AND APPLICATION CHANGE MANAGEMENT
ARCHITECTURE
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The Transformation Roadmap was supported by a business case analysis
(BCA) which included program overviews, project listings, and financials

These 'program brief slides' were developed through stakeholder interviews, best practice
research, and GT SME; however, client SME feedback was critical for future execution

Description and BCA Project level roadmap Cost est. for purchases / support
n Enhanced Customer-Centric are n n
Integrated Marketing Gee Enhanced Customer-Centric Integrated Marketing: Roadmap Enhanced Customer-Centric Integrated Marketing: Budget Details
—
mﬁ‘ﬁ&%ﬁxﬁ.{&m“ww e isiod st s e e aape ek ooy cionersogrortand brcs | e s e —
i petoas g
P T e

DETAIL
s Entnces] Ciskormer-cnte: gl Vst program sbvs. X470 e
. IrwSguncn Lascgry cime
e - Assumptions:  / Haur | Projected Hou
1 Gusinmes segment-focszed pods
orn opsronsd
I
!

et iness
o et oeren b v 317 e g s

Information Process!
Managemant I Organization
{¥
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Capability heat maps were developed and key performance indicators
(KPIs) identified to ensure continuous monitoring of performance

CLIENT 2.0 Capability Heat Map lllustrative

Products Channels Customer Lifecycle Strategy and Brand Finance / Administration Human Capital
. Tech Business . Tech Business . Tech Business . Tech Business . Tech Business . Tech Business
B Ar . L B Ar . L B Ar . L B Ar . L B Ari i L B Ar . L
usiness Avea Capability  Capability usiness vea Capability  Capability usiness Avea Capability  Capability usiness Avea Capability  Capability usiness Avea Capability  Capability usiness Avea Capability  Capability
Membership Benefits Y Y Strategic Partner Customer Care Y Advocacy G Y Risk N/A G Human Capital Y
Management Programs Management Management
. Content . . .
M h ) Publ F |
. embers 'p . Y Y Chapter Management Y Development (incl. Ub4lc G G inancia G Culture N/A
Application Processing L . Relations Management
digital video etc.)
Product Lifecycle N/A Volunteer Management Y Content Distribution Y Sense and Flnanc!al Y
Management Respond Reporting
Credential Management Y Y Event Management Y Omnl—Cha}nneI Y Strz?neqy Busmess'
Marketing Realization Process Design
Order- and Payment Customer Profile
Exam Development N/A Y Processing (eCommerce Y Y
Management
channel)
i icati Color Legend
Crede;rt;acleﬁézpi)rl]lcatlon Y Customer Experience Y g
g ﬂ Not sufficient in supporting CLIENT 2.0
) Somewhat sufficient in supporting CLIENT 2.0
Innovation / Venture
Management o .
¢ Sufficient in supporting CLIENT 2.0

These activities, among others, enabled our client to successfully gain approval from their
Board of Directors to push forward w/ Transformation

Q Grant Thornton
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Recap of today's major learning objectives

Obj: Discuss the activities and outcomes of a massive enterprise wide transformation planning effort

Question: What newly identified (or interesting) activities / knowledge can you apply in your workplace?

Obj: Describe how specific areas of quality best practices (i.e. LSS) applied and didn't apply to said effort

Question: What quality best practices were most prevalent? Could additional tools have helped?

Obj: Share the story of a similar type of membership not-profit that may resonate with your organization

Question: Does ASQ as an organization face similar challenges? What aspects are most relevant?

Closing Thoughts: As quality practitioners, we’re all familiar with continuous improvement.
These concepts are often applied to achieve incremental changes, but they can also be applied
to help drive an immense organizational transformation.

o Grant Thornton 20
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Recommended reading

Playing to Win

Sense & Respond
Competing Against Luck
The Advantage

Team of Teams

Q Grant Thornton
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Questions?

“It is not necessary to change. Survival
is not mandatory.”

- W. Edwards Deming

Contract us at Tina.Cooper@us.gt.com or Michael.Casias@us.gt.com o GrantThornton
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Thank you

Q GrantThornton



