
The Consultant’s 
Notebook

Business Transformation Best Practices

An exclusive 
eBook from 

Kiefer Consulting



If you have questions, or need support in driving a 
business transformation initiative, you can always 
call us. Sometimes business transformation can 
only be achieved when a third-party is engaged to 
help the organization understand the purpose 
and value of the transformation.

HOW TO USE THIS eBOOK!

The Kiefer team has successfully helped clients re-engineer processes and deploy technology 
that has transformed how employees work. We have learned that there are a variety of factors 
that can create challenges for an organization that has invested in a  business process 
transformation initiative.

KNOW WHAT TO 
LOOK FOR... 
UNDERSTAND THE 
RISKS. LEVERAGE 
AGAINST THEM.

What to 
look for What to 

do about 
it

This eBook outlines;

In this eBook, we outline things to look for and things 
to listen for. If you are leading a business process 
transformation initiative, we recommend 
familiarizing yourself with the ”indicators” that
suggest that your project may be at risk. 

Understanding the common indicators will put you in 
a position to react quickly and leverage against 
objections. The quicker you realize where you have 
gaps, the faster you can address them.

Contact Kiefer Consulting!

http://www.kieferconsulting.com


1. Organizational Resistance

Departments may lack the appetite to make changes to 
the current processes. Without staff support, a 
transformation initiative will fail. Organizational 
resistance can be caused by an unwillingness to change, 
experiences with failed process improvement initiatives,
or a fear of how the change will impact them.

2. Failure to Establish Goals

Having a baseline and clearly defining the expectations 
and goals are critical. Failure to establish goals, success 
measures and metrics can make it impossible to measure 
the success of a project.

3. No Executive Sponsorship

Process improvement that is not supported by an 
executive sponsor is at risk. Many process improvement 
projects are initiated by I.T., and other departments 
simply don’t see the value of the change without an 
executive endorsement.

At Kiefer Consulting, We have worked with a number of clients that were hoping to 
take a critical business process and optimize or automate the process. Their goal 
was either to reduce the amount of time it took to complete the process or free up 
resources. Sometimes, unfortunately, these initiatives fail.

Here are 5 reasons why organizations are unable to optimize 
and automate business processes.
 

To get things 

done:  
Understand where the 
pitfalls are and map 
around them.



As a consultant, we 

visit many different 

customers and see a lot 

of the same things.

4. Underestimated Need for Change Management

Without a change management plan, users will be 
slow to adopt a new process. In addition, fundamental 
changes to legacy processes may not be well 
received.

 
5. Unrealistic Expected Outcomes

“Can you take this business process from 14 days 
down to 3?”
Process improvement begins with taking a hard look 
at the current process and identifying opportunities 
for improvement. Sometimes we find that the goals 
don’t align with what is possible. Some processes are 
serial in nature and simply can’t be re-engineered 
from end-to-end. We can generally deliver 
improvement, but we have to set a realistic 
expectation for theoutcome based on capabilities 
and appetite for change.

 
Technology can help you improve and automate a 
legacy process, but you can’t overlook why so many 
automation and process optimization initiatives fail. We 
can help you strategically optimize processes in the 
modern workplace.

Now, let’s dive a bit deeper.  

When planning your process improvement 
project, Here’s what to look for and how to 
identify potential pitfalls. Once you 
understand what to look for, you can map 
around the pitfalls and make adjustments.

This eBook will help you recognize 
potential business transformation barriers and 
will outline business process transformation 

Let us share our experience.



Organizational Resistance
Departments may lack appetite to make changes to the current 
processes. Without staff support, a transformation initiative will 
fail. Organizational resistance is caused by an unwillingness to 
change, experiences with failed process improvement initiatives 
and a lack of executive support.

Key Indicators of a Business Transformation (BT) Project Encountering 

Organizational Resistance

“We’ve tried that before”

“There is nothing wrong with our process”

“We don’t have the time to contribute”

More approvers than contributors

Staff don’t acknowledge that they are the subject matter experts

Staff don’t acknowledge their responsibilities for areas of the process

Subject matter expert doesn’t attend design meetings

Design sessions are poorly attended in general

Design sessions reveal that the process is not well understood

People don’t want to be measured

Approvers:  Stakeholders 
who want to bless a process 
rather than construct it

Staff:  Their 

Process.  They are 

key to improving it.

Key Indicators of a Business Transformation (BT) Project Encountering Key Indicators of a Business Transformation (BT) Project Encountering

Organizational Resistance

What to do about it! Leverage Against Organizational Resistance

Keep it simple and plan for iterations

Understand the Consumption vs. Production patterns

Plan for flexibility

Play with people who want to play

Design with the “Amazon.Com” rule

All Design sessions have Agendas and Minutes

Make the new process easier than the existing process 
for the biggest resisters (carrot)

Outlaw existing process (stick)

Measurement grace period

What to do about it! Leverage Against Organizational ResistanceWhat to do about it! Leverage Against Organizational Resistance

Nobody received 

training to learn to 

buy someting on 

Amazon.com... You 

should design your 

solution with that in 

mind.

Keep meetings tight and focused.

Measurement will change behavior.  There may 
be multiple measurement iterations to 
implement.  Grace period says we didn’t expect 
you to live up to this measurement. We will at 
some point in the future.  At that point in the 
future we can claim success and show a large 
improvement.



Failure to Establish Measurable Goals
Having a baseline and clearly defining the expectations and 
goals for the BT initiative are critical. Failure to establish goals, 
success measures and metrics will make it impossible to mea-
sure the success of a project.

What to do about it! Leverage Against Missing Goals

Understand and list the project constraints, budget, time requirements, benefits, resources, 
technology. Working within these constraints is a primary goal

Users (process beneficiaries) should formulate complex processing tests

Tests should cover what should happen and what shouldn’t

Features need to be ranked and reviewed.  New features need to account for existing constraints. 

Existing constraints often dictate the best solution

Not all features are “needed” and future features should be kept in the parking lot

Stakeholders need to agree when a feature is postponed

Project schedule and clear task responsibilities should be tracked

Tests should be created before the code is created

What to do about it! Leverage Against Missing GoalsWh d b i ! L A i Mi i G l

Be Realistic!

One customer ranked all 
of their features as a 1 
even though they knew 
not all features could be 
implemented in the 
given time

New team members are 
added when the scope of the 
project is unclear.  Other 
team members leave due to 
the same circumstances

Key Indicators of a BT Project That Is Missing Goals

Team uncertainty about the “As Is” process

Difficulty in outlining the “To Be” process

Constant debate in deciding what the “best” design/technology/practice should be 

Project schedules and task lists grow

The list of Features that are required grows

Features are not or cannot be prioritized

Project team changes

The same risks and issues are continually discussed



Executive Sponsorship
A process improvement initiative that is not supported by an 
executive sponsor is at risk. Many process improvement projects 
are initiated by I.T. and other departments simply don’t see the 
value of the change without an executive endorsement. 
Cross-departmental initiatives are especially at risk.

Key Indicators of a BT Project that is Missing Executive Sponsorship

Stakeholders believe the current way is the easiest (for them, it is).

Stakeholders don’t see what is in it for them, and often feel the beneficiary is some other unit.

Design sessions are poorly attended or stakeholders are apathetic

Lopsided design – the process gets corrupted by a single unit

Project Vision or Goals are not clear

Stakeholder project responsibilities and commitments to the project are unclear

Project priority (in the scheme of all projects) is unclear

Stakeholders want to approve the process but do not want to forge it

No worry about the ongoing support costs.

Not designed for enterprise 
consumption

Key Indicators of a BT Project that is Missing Executive SponsorshipKey Indicators of a BT Project that is Missing Executive Sponsorship

What to do about it! Leverage Against Weak Executive Sponsorship

Play with those who want to play

Find departmental co-sponsors that are simpatico

Detail the net benefits (cost reduction, increased throughput, better metrics, problem isolation, etc.) 
to the stakeholders and obtain buy-in

The bulk of the burden must be born by beneficiaries

I.T. must accept their role as a key stakeholder without getting any benefit

Define stakeholder involvement: Hours to be committed, expectations, benefits

Define the level of ongoing support required by the new system. Determine if the support is worth it 
and commit to the support.

Campaign for executive sponsorship. Show the ROI and intangible organizational benefits (morale, 
ownership, etc.)

What to do about it! Leverage Against Weak Executive SponsorshipWhat to do about it! Leverage Against Weak Executive Sponsorship

You need sponsorship 

by an executive who is 

in charge of/

responsible for all 

aspects of the 

underlying project. 

The higher level, the 

better.

Projects fail when the organization who 
benefits the most contributes the least.



Change Management
Without a thourough organizational change management 
(OCM) plan, users will be slow to adopt a new process. 
Especially, fundamental changes to legacy processes may not 
be well received.

Key Indicators of a BT Project With Weak Change Management

No training guides/videos/sessions

Recurring user questions, and question waves after releases

No list of complete (and key) stakeholder contact information

No regular communication with stakeholders (Newsletter, status meetings, email blasts, etc.

No deployment procedures (Dev-Promote-UAT-Train-Promote)

No permanent deployment responsibilities

No schedule for deployments 

No system downtime windows

No list of features/capabilities per deployment

A recurring bug, bug waves, feature misses

Missing feedback loop (No User Acceptance Testing (UAT))

Key Indicators of a BT Project With Weak Change Management

What to do about it! Leverage Against Weak Change Management

Implement an OCM process; find a champion (ADKAR)

Publish upcoming deployments/features to the stakeholder list

Revisit all training documentation each deployment.  Documentation should be current if it is to 
exist.  Documentation should make assumptions about the audience. Reference existing 
Governance or Policy.

Develop deployment/promotion procedures with an ultimate goal of 1 button deployment and 1 
button retraction

Weekly/monthly (or predictable) deployments with agreed upon maintenance windows

A complete stakeholder list with regular communication

Construct a set of regression tests - Each new bug should have a new test created

Perform User Acceptance testing prior to production.  
Users should determine if the changes are fit for production.

What to do about it! Leverage Against Weak Change ManagementWh d b i ! L A i W k Ch nge ManagemennnnttttM

OCM has a MUCH 

bigger impact on BT 

success than IT 

change control. 

Focus on the 

appropriate failure 

point.



Unrealistic Expected Outcomes
Process improvement begins with taking a hard look at the current process and identifying 
opportunities for improvement. Sometimes we find that the desires don’t align with what is 
technically possible. Some processes are serial in nature and simply can’t be reengineered 
from end-to-end. We can usually deliver some improvements, but we have to set a realistic 
outcome based on capabilities and appetite for change.

Key Indicators of a BT Project with Unrealistic Expected Outcomes

No Sanity check on the requirements

Unrecognized process barriers and bottlenecks

Proposed measurements of things that are not aligned with the project goals

Inaccurate measurements

New goals after the project has started

Expectations from other industries applied to the project

Key Indicators of a BT Project with Unrealistic Expected OutcomesKey Indicators of a BT Project with Unrealistic Expected Outcomes

What to do about it! Leverage Against Unrealistic Expected Outcomes

Create test cases to show example outcomes

Content Consumption vs. Production sanity check

Realign expectations as soon as possible with the presentation of facts

Align measurements with expectations

At the outset, quantify expectations so that they are testable 

Define security, roles & role workload ASAP

Be upfront about what a product can and cannot do

What to do about it! Leverage Against Unrealistic Expected What to do about it! Leverage Against Unrealistic Expected esesOutcomeOutcome

Realign: As soon as you know that you will not provide an outcome that is expected, bring that to 
the sponsor’s attention.
Measurements: If your expectation is that processing time is reduced, then create a metric to 
show that.  The metric will inform you at some point whether the expectation will not be met.
Expectations: I want a satisfied customer.  What is a satisfied customer?  The customer should 
receive what they purchased, for the price they purchased in the time that was promised.  
Roles/Security:  Defining roles, security and workload up front.  This helps clarify if the work effort 
is worth the return.
Product: Not every product does everything well.  Products can be bent to fit. For example, Excel is 
not an enterprise, web-based, secure multi-user database.  Make the products limitations clear as 
soon as the shortcomings become obvious.

Expectations:  Understand limitations. iPhone 
and Google are often referenced in solution 
design... Remember that these systems have 
huge overheads and infrastructure in place.

Inaccurate Measures:  Unless 
you are in a sentiment-based 
business, avoid measuring 
quality through surveys.

New Goals: If new goals begin 
appearing this indicates 
shifting priorities and 
expectations



Big Takeaways for Successful BT Projects:

Keep it simple and plan for iterations

Perform a “Sanity” check

Play with those who want to play

Define tests prior to construction

Plan and expect that “Software” is delivered

Clear goals that are measurable.  The project should plan to measure those goals as an output.

KNOW WHAT TO 
LOOK FOR... 
UNDERSTAND THE 
RISKS. LEVERAGE 
AGAINST THEM.

Sometimes you 
don’t have a 
choice... you have 
to persuade and 
recruit!



Expertise.
Experience.

Successful Delivery.

Microsoft Partner
Kiefer Consulting has demonstrated expertise and 
knowledge of Microsoft and the Microsoft portfolio. We 
are committed to the success of our clients and are viewed 
as a trusted technology advisor. We are here to help 
clients get the most out of their investment in Microsoft 
products.

Our People
Kiefer’s team of consultants are the best in the industry.  
Each one of our team members has certifications and 
real-world experiences that have helped customers bring 
innovative solutions to their business or help solve for 
pressing business challenges.

Award Winning Projects 
Our team has been delivering successful projects and 
helping clients leverage Microsoft products in ways they 
never thought possible. We have a library of case studies 
and success stories that demonstrate our expertise.

We Help Clients Leverage Technology
Kiefer has helped clients get Office 365 and SharePoint 
deployed using Microsoft software assurance funding. We 
have helped clients better understand how to leverage 
Microsoft products for greater productivity by offering 
SharePoint Deployment & Planning Services.

Public facing websites built 
by Kiefer Consulting

BUILT BY

13405 Folsom Blvd., Suite 501
Folsom, CA 95630
(916) 932-7220


