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Mark Schaffer

Insights into Engagement

Introducing Quilter

Business overview Business breakdown 

 Quilter is a leading provider of advice, investments and 
wealth management. 

 Managing £118.4 billion of investments on behalf of over 
900,000 customers (as at 30 June 2019), Quilter operates in 
one of the largest wealth markets in the world – and one that 
is growing.

 Quilter was formerly known as Old Mutual Wealth 
Management Limited and is listed on the London and 
Johannesburg stock exchanges.

 Quilter’s overarching purpose is to help create prosperity for 
the generations of today and tomorrow. 
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Operations Under Pressure 

 Feast and famine – backlogs and burndown plans 

 Customer complaints and calls

 Restricted FTE budgets

 Managing the Control Environment

 Disengaged Workforce

 Reliant on knowledge and capability due to poor 

systems and complex products

 Clear that Accounts run the business and we are led 

and constrained by IT

 Belief in economies of scale for everything, a broken 

operating model

Lean Evolution has not worked, it is time for a Revolution!

The purpose of Continuous improvement in your business?
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Doing Lean

 Engagement during cultural transformation

 Engagement during tactical transformation

Being Lean
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We all know what Engagement is

People have not changed for hundreds of years, so we should understand 
them and have adapted our approach by now, right?
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 Changing the process will not change the people!

 No one is positively engaging our people directly

 We are all too data driven to care about people and 
it sounds simple but we don’t do it!

 Years to undo beliefs and principles that have been 
created over time

 You have to ignore the individual and any 
preconceived views you have of them

 All win together, go forward together, all fail together, 
never highlight one person above or below another. 
Share the leadership role

Classic Lean Tactical Transformation

Called in to improve backlog 
situation

We decided to capture the 
current state value stream 

Presented back to management

Moreen!

Its all about the LEAD TIME!

We created a plan

Designed an Intentional 
Customer Experience and 

future value stream. 
Blank sheet of paper!

Physical relocation of resources
Structure to Value Streams

Head of Operations took 
leap of faith here

Silos to Cells
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 Fundamental belief is that everyone wants to do a good job 

 Modern world of isolation (workforce is typically aged 25 -35, with headphones on)

 They want to do the right thing and they know what the right thing is

 Why do we just ask them to do as instructed in user guides and not to think or do what they think is best

Why we needed to engage differently with people during transformation process?

Self-actualization
Creativity, Problem solving,

Authenticity, Spontaneity

Esteem
Self-esteem, Confidence, 

Achievement

Social Needs
Friends, Family

Safety and Security

Physiological Needs (Survival)
Air, Shelter, Water, Food

WIFI

Battery
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If you believe everyone wants to do a good job your language changes.

When working with team measures, don’t say

“What went wrong there or who did that?”

Say, 

“What happened, can we learn anything from that to avoid it next time?”

Need to learn “the truth” and make changes to improve performance

Positive Psychology

It is employee interactions that form the culture and its those 

interactions that can change the culture?
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 Developed guiding principles to solve the customers problem right here, right now!

 Shared responsibilities, dissolve the Team Manager Role

 Involvement in decision making, as we didn’t have all the answers

 Visible Hour by Hour, Control End to End and Quality team measures 

 How we conducted review conversations was more important than the measure itself

So how did we engage with people through the transformation process?

Results
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50% reduction in 
Customer Waiting 

Times

20% less FTE

Eliminated Chaser 
Calls

Increase in NPS
Zero IT Spend

Improvement in 
Quality

Class 1A Awarded
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Those delivering change need to inspire
Leadership should be seen as a bonus not a dependant for success
Do things with people. Don’t do things to people
Lean skills without people skills are worthless
Do not leave engagement to chance

Who is talking to your people?
What are they saying?
How are they saying it?

Learning points

Just grasp the opportunity to engage
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