
It’s about the power of people to:
Change the way you do business

Satisfy your customers

  Claim the future



PAY I N G  AT T E N T I O N  T O  T H E

HUMAN DIMENSION.  IT’S SMART.

IT’S PRACTICAL. IT MAKES GREAT

E C O N O M I C  S E N S E  A N D  T H E

RESULTS  WILL MAKE A DIFFERENCE  IN

PEOPLE’S LIVES  –  YOURS  INCLUDED!



One factor that distinguishes Quantum
Consulting Group, Inc. from other consulting
firms is Quantum’s emphasis on the human
dimension.  A critical component of their
methodology is the design of the factors
affecting the people who do the work.  A
second component is making designs work
in the real world of organizations through
participation.  Quantum knows that rede-
signing your processes doesn’t make them
real, only people can.

Carol Rady brings a unique blend of process
development work coupled with Human
Resources expertise.  Her 14 years as an HR professional and
executive solidified her belief in the power of people that
permeates Quantum’s approach to these transformation projects.

In this interview, Carol describes the philosophy behind Quan-
tum’s track record of successful projects and the role played by
The Human Dimension.

In the context of your design philosophy,
would you explain your concept of The
Human Dimension?

We believe there are four dimensions or levers that define a
business model: processes or the work; technology which is the
enabler; management systems that act as reinforcement; and
people who do the work.  The Human Dimension encompasses
all the people aspects such as jobs, structure, relationships,
training, selection and rewards.

Why is there such high po-
tential for transformational
projects such as reengi-
neering or core process
design?
The degree to which the four dimensions
interact effectively  in the real world drive
businesses to varying degrees of success
or failure.  When you can “pull” all four
levers in an integrated, effective manner,
you can move the whole organization in
depth.  All four dimensions are designed,

modeled, and planned from the very beginning when Quantum’s
approach is used.

That makes sense – so what’s different
now and why don’t all projects address
all dimensions?
You need to look at the major evolutionary stages that business
has been through to really appreciate the differences.

For decades management and industrial engineers designed
workflows that focused on increasing efficiency (production).
Systems engineers designed the technology to support the work.
Human Resources professionals created functional job descrip-
tions, compensation and other HR programs for the people
doing the work.  But these efforts were not interconnected and
they rarely focused on the ultimate customer.
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Then Quality Management was introduced.  It focused orga-
nizations on their customers and products.  But rather than
addressing the whole process, Quality Management only ad-
dressed the way work was performed in a given area.

When reengineering came along, it brought the concept of
end-to-end processes accompanied by the unique
concept of blank slate design...of thinking outside
of the box.  Finally, the capability of integrating
technology, processes, people and management
systems was viable for every project.

Unfortunately, many reengineering projects paid
only lip service to the human dimension – a
major factor in creating reengineering failures.
We know human beings can, and often will, undo
or undermine any design they don’t buy into.

This is where Quantum is different.  We know
that working out the people aspects can be the
hardest part of the project; yet if you don’t get
the human dimension right, you can never realize
the full potential of the other three dimensions.

What if you focus on just the
people aspects?�

The short answer is – in the end things will revert
back to where they were.  Let me give you an
example from my own experience.

 A health insurance company was redesigning its customer
service to eliminate numerous hand-offs and interfaces in and
among the five involved departments.  New processes, their
supporting technology and human resources infrastructure as
well as a transition plan were designed.

Nine hundred people were divided into teams and the new
processes, to the extent possible, were put into place.  However,
much of the anticipated systems support never really materialized
and the corporate human resources group never delivered on
the new reward system that was designed.

Within a year, those teams delivered better cus-
tomer service and they quickly cut costs by 20%.
When the company surveyed the teams 20
months after they were formed, 75% of the
members wanted to be in teams; they would not
return to the old structure, even if given a choice.

Yet within five years the teams disintegrated.
While they could deliver improved results, even
without much of the supporting technology, they
could not get past the absence of the reward
system infrastructure and lack of alignment with
the rest of the organization.  Quite simply, they
could not sustain the new culture and way of
doing business, so the old culture eventually
overwhelmed the new.

What do you mean by “alignment”
and how does it keep the old
ways from swallowing up the
new?
The way I’m using it here, “alignment” means
defining relationships between the old and the

new, clarifying roles and responsibilities (most of which have
changed) and identifying common purposes (such as serving
the customer well).  Developing a common understanding and
agreement about what will change and what stays the same is
imperative to facilitating effective interaction between differing
areas of the organization.
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Think of an existing computer system that is being changed.
You know that adding new hardware or software requires
changing the existing system and its interfaces so that when
the new hardware or software are introduced, they will function
smoothly along side of the old.  That’s alignment.

Going back to your health insurance com-
pany example, can you talk more about
your interpretation of the results?
Well, it’s apparent that the human dimension, (especially effective
teams), by itself, has great power – even with little or no support
from the rest of the organization.

And yet, you cannot achieve lasting change by addressing only
the people aspects.  In my example, the teams and the changes
implemented survived a long time because they pulled the
human and process levers hard.  But eventually, a company
really must have all four dimensions in sync to achieve long
lasting change.  That’s why Quantum integrates all four dimen-
sions right from the start.

Have you ever been able to quantify the
Human Dimension effect when it’s in
concert with the other dimensions?
In a recent Human Resources redesign project, we had an
opportunity to quantify the influence that job and organizational
designs had on potential expense reductions or capacity gains.

Various models produced the same basic process designs that
were heavily driven by the functionality of a new computer
system. The systems and process savings added up to nearly
$500,000 or a 33% improvement within the current structure.

Several job and organizational
models were also designed to sup-
port the proposed process models.
When each was costed out, we
found that one decreased the po-
tential $500,000 savings by 54%,
while the others improved the sav-
ings by up to an additional 25%.
The only distinctions between the
models were the jobs, organizational
structure, and the transition costs
to migrate from today to the new
model.

These results show that the Human
Dimension really does matter in
pure economic terms.

Speaking of economics, studies show a
direct correlation between the level of
customer service provided and employee
satisfaction. Can Quantum’s approach
improve employee satisfaction?
When you create customer service jobs that are too narrowly
focused on only a small part of a whole process, that require
only minimal skills, and that lack the necessary resources and
autonomy to resolve the customer’s problems, you are going to
have bored, frustrated, unhappy employees.

Quantum believes that dissatisfied employees lead to dissatisfied
customers over the long haul unless you are willing as an
organization to accept high turnover and to absorb the resulting
high training costs.
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Customers don’t know whether employees’ jobs are good or
bad.  But they see the impact of those jobs and they know if
they’ve received excellent service.

Employee satisfaction pretty much depends on the quality of
the entire system.  By that I mean meaningful work in effective
processes, enabling technology that is easy to use, and the ability
to act within a management system that motivates and is
supported by fair rewards.

We’re back to the four levers of the business model and Quantum’s
approach addresses each of them right from the very beginning
of a project including the human dimension.

Talk a little bit about
how Quantum’s philo-
sophies differ from
those of other con-
sulting firms?
Many consulting firms redesign
the work (sometimes by them-
selves), design the technology,
and then modify the jobs to fit
the results, almost as an after-
thought.  Under Quantum’s
methodology, all four dimensions,
including the human dimension,
are addressed and integrated si-
multaneously throughout the
project.

Participation is another difference
with Quantum.  Our philosophy
is that successful change is
achieved by involving the orga-

nization’s people at all levels. Given the right exposure to best
practices, the right training, and the right catalyst for creativity,
we believe your people normally have the capability to create
and develop the answers your organization needs.

We have found most people really want to be involved in the
design process; they want to have input; and they want to
influence the results.  Our approach capitalizes on those needs.

Our process becomes a laboratory for team members where
they learn and practice the very behaviors they’ll need to make
the new business model a success.

We coach them to move beyond their roles as individual
contributors by building in teamwork.  And we guide them to
a new view of themselves as organizational partners who look
beyond their individual and team goals and focus in on the
goals of the larger organization.

They’ll learn to think of the organization at large, to see the
whole picture, to understand how they fit into the organization,
and how they can change it for the better.

It’s clear that ownership and involvement
are hallmarks of Quantum’s methodology.
How did those concepts evolve for you?
A number of years ago, I was Human Resources Head for an
organization trying to make changes across its 18,000 employees.
To my great frustration, middle managers just would not accept
our recommended changes to critical HR programs.

In desperation, I created middle management action groups.
We supplied staff support and HR expertise, but they were
responsible for designing new programs, such as performance
appraisal, management training, etc. for the entire organization.
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Their solutions were not always what we would
have designed, but those middle managers owned
the results and they made sure the new programs
worked.  They also went out and sold the programs
to their peers.

That’s when I learned the immense power of in-
volvement.  People own what they create.

How do we get from design to new
processes that work in the real
world and what part does Senior
Management play?
As senior management, you start things rolling
even before design begins by making the case for
change among all of your stakeholders in your
organization as well as your customers and even
your suppliers.

Next you articulate an operating vision of the
future based on the design including the new way
of doing business that will produce the desired
results.  Your people need to understand the design
and to see how the new world will work in the future. And
they’ll also need to understand how the organization can get
from today to that intended vision, especially the first few steps.

Once design has been completed, you must market the new
design to all stakeholders, communicate constantly, and model
the new behaviors that support the new business processes.  If
you, as senior management, do not change, no one else in your
organization will change either.

Finally, you must make sure the new behaviors and new processes
are reinforced with a redesigned compensation and reward system,
and training that support the new jobs.

What do your clients think of your
approach to the human dimension
in your methodology?
They don’t think of it that way, but they do ac-
knowledge that our approach works.  We recently
concluded a four year stint with a client who used
Quantum on three major reengineering or redesign
projects plus several smaller ones.  I asked them
for feedback on Quantum’s work.  Here’s what they
said that relates to the human dimension.

“Quantum has many outstanding characteristics, but
one that has worked very effectively in our organization
is that of iterative decision-making based on partici-
pation of people at all levels of the company.

At the beginning and end of every stage, senior man-
agement gets involved in shaping the project and
making decisions to proceed, to approve, etc. Yet these
decisions are based on designs conceived by management
levels, fleshed out and tested by technical experts and
average employees.

These back and forth, planned exchanges harvest the
brainpower and knowledge of each level in the organization for
better answers than any senior management group could develop on
their own.” from the Chairman

“Quantum’s ability to facilitate a process that allowed us to complete
a design by thinking from the outside in and the bottom up, not
only produced an outstanding product, but created a process for
facilitating change that has become a part of our culture.”  from
the President

“I just returned from the Center For Creative Leadership.  This is
my second session and there was dramatic improvement in my
results thanks to what I learned in working on the Personal Lines
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Quantum Consulting Group, Inc.
282 Hebron Rd. Bolton, CT 06043

voice: 860.643-4445  fax: 860.643-5299
e-mail: cjrady@quantumcnsltgrp.com

www.quantumcnsltgrp.com

reengineering project.  My ability to work in a team
environment, to handle conflict and to solve problems
collectively is demonstrably better.  Your training
and guidance, the extensive practice within the
design team environment and individual feedback
changed how I work with my colleagues.  Thank
you so much.”  from the Director of Planning and
Decision-Making

“Thanks to your approach we were able to see not
only where we could gain capacity, but how to
design and achieve better jobs for many of our
people and to effectively plan the approach to
effectively handling the staffing issues as we moved people into these
jobs.” from the Senior Vice President, Commercial Division

Do you have any other words of
wisdom?
Your secret weapon is participation.  People will
accept something they helped create.  They won’t
consider an idea or new behavior to be radical, if
they’ve already experienced it.  And the leap to
the future won’t seem so great a distance if you’ve
already brought your people closer by involving
them in the process.

Just remember who does the work, who serves
your customers, and who has to make the future work for you.
 Include them. Listen to them.  Accept at least the majority of
their recommendations.  And make it better for them.

It’s smart.  It’s practical.  It makes great economic sense

and the results will make a difference in people’s lives –

yours included!
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