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Introducing

INPACT
Integrated 

Process and Culture 
Transformation

 

 

Welcome to this presentation of the INPACT methodology. These notes are designed to be 

read in conjunction with the slide show. 

The background to this methodology lies in the many years that Peter Duschinsky and Peter 

Carter, its developers, spent sorting out why projects were not delivering their benefits.  

As a management consultant Peter Duschinsky has spent over 30 years working on bringing 

new ways of working into business and the public sector. Over the last 5 years he has been 

working with local authorities, NHS and central government organisations to help them 

implement e-procurement and other e-government projects to realise service improvements, 

efficiency and cost savings.  

Peter Carter set up Corporate Information Systems as the UK and Eire distributor for 

PROTOS, the leading process modelling system from Wave-Front International of The 

Netherlands. His core business has been assisting client organisations to deliver performance 

improvement by implementing process change.  

In many cases we were both brought in to help to rescue projects that had failed to realise the 

expected benefits and about a year ago we decided to identify the reasons for this.  
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Why do transformation projects fail?

� Unclear objectives and lack of recognition of the complexity of the 
project, leading to allocation of inadequate resources to deliver it

� Not enough attention paid to process detail

� Old manual processes continuing to be carried out in parallel with 
the automated ones

� Not enough time spent securing people’s ownership of changes

� Lack of attention to training and not enough support for fine-tuning 
to realise the benefits

� A culture of non-compliance – that’s usually the show-stopper!

� Using INPACT can overcome many of these barriers...

 

 

It turns out that projects fail to deliver for a complex mix of reasons, but most of these come 

back to some common underlying causes.  

We found that most projects were planned and implem ented with too little attention to 

detailed process transformation on the one hand and  to managing the people issues 

on the other.  

This analysis led to the development of INPACT: Integrated Process and Culture 

Transformation, which addresses these issues and maintains a balance between people and 

process throughout the project lifecycle.  

This is not rocket science, but neither is it simple. Some of the models are well known and go 

back to the work at the Deming Institute, MIT and Carnegie Mellon University. Others are less 

well known, such as the Strengthening the Management Culture model borrowed from 

Kinston, a UK based management consultant. In all cases we have adapted and made use of 

them, relating them in a unique combination to form the INPACT methodology.    
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Our approach: seven steps to success

� Step 1: Strategic Review

� Step 2: Rapid Process Mapping 

� Step 3: Harness the drivers for change 

� Step 4: Design transition from ‘As Is’ to ‘To Be’

� Step 4: Train the change team 

� Step 6: Roll out new, compliant processes 

� Step 7: Generate take-up and efficiency

 

 

There are seven steps in INPACT. Although we often take elements from the methodology, 

rather than following all seven steps, to suit the client’s needs, the seven step structure 

embodies an underlying set of principles which are key to making this methodology work. All 

will become clear…   
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Step 1: Strategic Review

� We carry out a strategic review and arrive at an agreed 
definition of the e-procurement project objectives

� This ensures that project objectives are clear

� It also gains senior management sign-off for the resources 
needed to carry out the programme successfully

� As part of the strategic review we use our Exponential 
Complexity Tool to quantify the level of complexity and 
either scale down the programme or build the business case 
for adequate resources to deliver it
Deliverables = Clearer focus on £ savings 

& better chance of achieving them

to focus on: “unclear objectives and lack of recognition of the 
complexity of the project”

 

 

Each step is focused on addressing one of the barriers to success identified in slide 2. 

The first step is usually carried out as part of the opening discussion with the senior 

management team. 

 It can be the key to saving a project from almost certain failure. 
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How complex is your project?

� The complexity of projects depends largely on the combination of
three factors:

� 1. Number of People or functions involved

� 2. Number of Business Activities or processes affected
� 3. Elapsed Time (in months) to implement

� Put these into an equation: P x A x T
� Where does this put your project on the Complexity scale?

 

 

The Complexity Equation was developed by Peter Duschinsky as a way to show managers 

that they were living in cloud cuckoo land much of the time when they set projects off and 

running. 

Try this for yourselves – it always surprises people. 
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Exponential Complexity Tool
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The scale on the vertical axis is illustrative – we didn’t have the tools to draw the exponential 

curve as accurately as we would have liked for this presentation! 

 However it doesn’t take much to see the principle here. 

We deal quite often with large change programmes which can have 200 ‘people’ or functions, 

30 interfaces with other systems and processes and 18 months typical roll-out timescales.  

The exponential complexity factor is off the scale at over 100,000.  

One of the pieces of academic work might be to research the parameters for each of the four 

descriptions and where they should be on the 1-10 complexity scale and present this with real 

examples. 
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Step 2: Rapid Process Mapping and Analysis

� We use PROTOS, the leading process mapping software to carry 
out a Rapid Process Mapping approach to capture what people 
actually do – not what management think they do - quickly and 
inexpensively

� This provides process maps, complete with organisation 
responsibilities, data and documentation, integration with 
compliance requirements, procedures manuals etc 

� It also allows us to focus management attention on what to do 
about those activities and data not being addressed by the new 
system

� Without this, the project will not deliver the desired benefits

To deal with: 
“not enough attention paid to process detail”

 

 

The second barrier is not one that many people seem to have identified, yet it is as clear as 

daylight when you watch projects being implemented and the poor systems users trying to 

cope. Simply not enough attention is paid to process detail.  

People will avoid carrying out the new automated process alongside the ‘mess’ –all the 

manual processes that you have left them to deal with because the new system wasn’t 

designed to handle them. Our analysis shows that unless one captures the detail of what 

people actually do and make the necessary decisions about those activities not being 

addressed by the new process, the change project will fail. 

It was because of this observation that Peter Duschinsky sought out Peter Carter to bring 

process mapping to the methodology. PROTOS allows us to work quickly and involve process 

users in capturing, mapping and understanding the existing and new processes. It also allows 

us to output sophisticated specifications and easy-to-use procedures manuals.   
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PROTOS

� Protos is a graphical process mapping tool providing fast workflow 
design 

� It was developed by Wave Front International in The Netherlands 
and is supplied in the UK by CIS

� The intuitive graphical interface makes mapping and reading the 
processes straight-forward and logical

� The drag and drop GUI allows activities to be created with resource 
information linked very simply

� Reports are instantly generated

� The interface means that personnel can be trained very quickly to 
make full use of the power of Protos

Demo

 

 

To find out more about how PROTOS works, click on the demo button, or if you are not 

reading the slides while online, go to: http://www.cisystems-ltd.co.uk/M2838/  for an 

interactive demonstration. 
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Step 2: Rapid Process Mapping and Analysis

� We carry out an initial analysis, using the facilities in the PROTOS 
toolkit to modify the process and employing LEAN techniques to 
eliminate waste and duplication

� This establishes the process changes needed to achieve the 
objective - this might be the introduction of e-procurement, or 
rationalisation and integration of processes following reorganisation

� It is at this stage that we can start to quantify the potential cost 
benefits of streamlining and automating

� It is also at this stage that we can identify some of the root causes 
of inefficient processes - often inefficient policies, that nobody has 
been able to challenge because they did not have the cost data

Deliverables: Quantified benefits, process maps, transition to ‘To be’

 

 

One of the key things we get from using the process mapping tool is a focus on LEAN, which 

means we can get people’s attention away from cost saving and on to process improvement – 

no, they are not the same!  

As one manager said (we like this quote):  

“What really irks me is that investment analysts talk about...these efforts...as cost reduction. If 

you’re doing cost reduction you’re taking people out, you’re skimping here, you’re cutting back 

on investment there. This is process change. Yes, you might take out resources, whether they 

be capacity, pounds, people, material, whatever it is, but it’s not because you’re cutting them, 

it’s because you don’t need them, you’ve found a better way to get the work done.” 

One really interesting insight that came when we were starting to apply rapid process 

mapping and analysis in our projects, was that processes were often not that inefficient – it 

was the policy decisions that created them, that were… And that led us to realise that we 

could quantify the cost of poor decision-making. Very interesting! Now wouldn’t that make for 

a good student project?  
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Step 3: Harness the drivers for change“

� Where does the energy for change come from?

� Not from you…

� It comes from the process users - and often the best ideas 
for innovation do too. 

� But there is always tension between the individual’s needs 
and that of the organisation

� This can express itself as: 
� distrust

� ‘tribal’ loyalties 
� Uncooperative attitudes, even open conflict and anarchy  

� This can slow down - or even stop – change initiatives

Not from management and their policies…

To address: 
“not enough time spent securing people’s ownership of changes”

 

 

Having looked at processes in some detail, we now turn to the other key aspect of managing 

change projects and the other half of our integrated methodology: the people issues. There 

are some key concepts on this slide which will come up again later. 
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The drivers for change

� What’s the vision? It may be:
� Efficiency

� Cost savings
� More time to deliver better services to customers 

� How will we achieve it? Next steps may be:
� Introduce an easy-to-use automated system and use it to rationalise 

and improve your processes
� Communicate and explain clearly to buyers and suppliers
� Provide training and support 

� .Vision + Next steps… is this enough?

 

 

This uses a version of the Change Equation, which Peter Duschinsky first came across many 

years ago out of Deming and the Software Engineering Institute, along with CMM and other 

models.  

It is a powerful tool to use interactively with workshop groups etc and that’s how its developed 

in this presentation. 
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The Change Equation

� .Vision + Next steps… is that enough? No…

Vision + Next steps

� What’s missing?

� Remember: “The energy for change comes from the process users”

� How do you tap into this energy?

� By getting THEM to tell YOU why things have to change…

Vision x Next steps x Dissatisfaction > Cost of change

< Cost of change

 

 

The psychology of getting THEM to tell YOU why things have to change leads us into NLP, 

incisive questioning, use of silence and a raft of other good stuff for getting people to discover 

things for themselves, which is really the secret behind this formula.  

Peter Duschinsky’s background in linguistics and child learning behaviour has provided him 

with a nice example, especially for those clients with families (don’t try this on consultants 

working in major consultancies – they don’t have a life!): how do your kids learn to speak 

English?  

Not just by imitation – they take in data, form rules, test those rules (making mistakes), refine 

them till their language is 99.9% the same as yours BUT THEY INVENTED IT FOR 

THEMSELVES and that is a really important principle for getting people to make changes. Let 

them invent their future, even if you already know where it is and what it looks like (eg a new 

process/system etc).  
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The Trust/Cost relationship

� Trust is the ‘oil’ that helps people to accept change in an 
organisation

� It enables managers to implement change projects with a minimum 
of friction

� An absence of trust between managers and staff and between 
parts of an organisation will slow down and even stop a project 

� The higher the levels of distrust, the more time and effort the 
project will require and the higher the cost 

 

 

There’s a new book on this by Steven Covey Jnr. The essence is that you can apply the 

Distrust Factor to any change scenario and up go the cost and time to effect change. Would 

be interesting to try to quantify this… 
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Complexity

Distrust

Low distrust 
x Low complexity
= Speedy change 
= Low cost of change 
and success High distrust 

x High complexity
= Slow or no change
= High cost of change 
and failure

The starting point for many change projects is a 
combination of high distrust and high complexity

- they are almost guaranteed to fail

 

 

Like so, but with real figures… 
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Step 3: Harness the drivers for change…cont.

� We bring together process users and stakeholders to open up 
the dialogue that will enable individuals to contribute to the 
change process 

� This encourages the development of trust

� We employ a Strengthening the Management Culture tool to 
help identify tensions between the organisation and the 
individuals in the organisation and help resolve these issues

� This alignment between the individual and the organisation is 
key to generating the momentum the project needs in order to 
succeed 

 

 

So here is where we bring in the Strengthening the Management Culture model. Pay 

attention, as this is where we reveal the kernel of the underlying structure of the methodology! 
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We start by doing everything ourselves: Pragmatist style of management [1] . 

As we grow, we need to delegate. This needs rules and processes = Structuralist style [2] . 

However this becomes bureaucratic – the rules and process become excuses not to do stuff – 

people become stuck in their silos, the organisation becomes ‘tribal’.  

So management tries to re-engineer the processes and develop a more Rationalist style. The 

trouble is, re-engineering processes doesn’t seem to work very well. Why? Well perhaps they 

didn’t spend enough time gaining ownership for the changes from the people involved = 

Dialectic style [3]… And notice where this needs to fit… between the Structuralist and 

Rationalist styles.  

Now we have aligned the aspirations and motivation of the individual with the policies of the 

organisation, the Rationalist style becomes the Aligned style [4]   

And when everyone is pulling in the same direction, we can relax the rules, give people more 

control over how they achieve results  = Pragmatist style again [5] , only this time it’s not 

anarchic, as it was in the first cycle. 

Now that the organisation is working as a team, communication can flow undistorted, across 

functions as well as up and down – so management decisions can be better informed and the 

organisation can focus on the real world outside itself = Empiricist style [6]   

A manager in an Empiricist style organisation has the information to make radical ‘leaps of 

faith’ and innovative decisions = Imaginist style [7]  

Once the organisation is working as well as this, the captain at the helm can stop fire-fighting 

and intervening and start navigating = Systemicist style [8]   
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Finally, we come back to the place where we started, with the individual now not only being 

fully empowered but supported by visionary management = Pragmatist style [9]   

Did you notice the way these styles are distributed in a spiral? There’s a reason for that. 

Watch as the slide progresses… 

Imagine a pendulum swinging from INTERNAL to EXTERNAL, and rising as it does so - each 

style builds on the last one, it doesn’t replace it.  

Each of the styles on red axis focuses on the individual within the organisation and their 

INTERNAL responses… 

while each of the styles on the blue  axis focuses on the organisation and its EXTERNAL or 

organisational responses.  

In order to progress up the management evolution spiral we have to recognise and fully deal 

with the underlying tension between INTERNAL and EXTERNAL – the individual, playing a 

meaningful role in the organisation and the way the organisation uses people to succeed.  

That’s the underlying principle of INPACT.  

And this is also an important tool to communicate to top management the criticality of keeping 

the balance and paying attention to the tension, throughout the change project and beyond 

it…  
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Step 3: Harness the drivers for change…cont.

� We bring together process users and stakeholders to open up 
the dialogue that will enable individuals to contribute to the 
change process 

� This encourages the alignment between the individual and the 
organisation which generates the momentum the project needs 
in order to succeed 

� We employ a Strengthening the Management Culture tool to 
help identify tensions between the organisation and the 
individuals in the organisation and help resolve these issues

� This tool also allows stakeholders to recognise the maturity of 
the organisation and its capability to make the planned changes

Deliverables: alignment of individuals to organisation = change happens! 

 

 

Now we add another layer of insight…the maturity of the organisation and its capability to 

make the planned changes. 

 



INPACT Presentation Notes 

Commercial in Confidence Page 19 Issued by Imaginist: 10/08/2007 

Slide 18 

 

Capability Maturity Model

�������
��	
��	
������

�������

��
�������
������	
������

����	�

��
����	������
�����	����������	

�������

�������
��������	
������

����������
���������
�������	����������

�������
��������	
������

���
���
���
�	��������

���	�������

�������	�����������

�
�������
���������	
������

����������

���	�������

�������	�������

����������
�����������	
������

�����	�����

�������������������	�����������

������ ����� �
��
���

 

 

CMM is well established in the software project management world but little known 

elsewhere. But its principles apply equally to any organisation and any project. See the 

echoes with the Management Styles model? Well now look… 
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CMM fits right in with our model – and says something important about the often unrealistic 

aspirations of organisations to take on too ambitious a change programme. Most public sector 

organisations we know are not even at level 2, let alone level 3… and they are trying to 

achieve level 5 and 6 (think of the NHS and you will understand what we mean!)  
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Step 4: Design transition from 
‘As Is’ to ‘To Be’

� Working with the change team, we help a group of process users 
evaluate the outputs of the process mapping exercise  

� This allows us to establish clarity of purpose and direction in the 
part of the organisation that has to change the way they work

� It at this stage that we can specify any new IT systems, 
organisation structures etc required by the objectives 

� We help the group develop their own transition from the existing
process to the new one that our initial analysis showed achieves
the desired objectives

Deliverable: optimisation and take-up

 

 

Now you are conscious of the flip/flop in our underlying model from people to process and 

back again, you won’t be surprised that we now turn attention to re-engineering the process. 

However we also involve people in this (the integration is starting to show!) as this is the only 

way the changes will ‘stick’. Remember the child learning analogy…let them invent it for 

themselves… well, that’s what we do here, even if we have a defined goal (new process or 

system that can’t be altered). 
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Step 5: Train the team 
� We train the change team and work with them on one or more 

pilot projects to ensure they are able to use Protos and 
understand the power of process transformation

� Transferring the knowledge enables the change team to own the 
outcomes of the project and to repeat their success in ongoing 
transformation programmes  

� We also train key people working on each process and give 
them the tools to enable them to review, monitor and improve 
processes after the end of the project

� Knowledge transfer is an important part of our approach – it 
encourages new ways of thinking in the organisation, continuous 
improvement and it keeps clients costs down

Deliverable: In-house change team equipped to get things done 

 

 

Knowledge transfer is key to ongoing success, so we train the change team within the context 

of a pilot project. They can then take responsibility for rolling out the change across the 

organisation. 
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Step 6: Pilot the new, compliant processes

� We use the ‘To Be’ output from the process mapping and 
analysis work to pilot the new process and sub-processes 

� We are now delivering compliant processes which is moving 
the organisation up the process maturity model

� We work to secure Chief Executive and Member agreement 
that compliance to the new system (once established) will 
be mandatory 

� The same firm approach is taken with external stakeholders 
such as suppliers (paying attention to people/process 
balance), to avoid the ‘buyer/supplier road-block’
Deliverables: process and culture transformation 

to tackle: “a culture of non-compliance”

 

 

Always, always, always pilot it first. Big bang doesn’t work, especially in a chaotic 

organisation! 

And ensure that everyone knows they have to make the change – or they won’t. Where the 

new system involves external stakeholders, such as the suppliers in an e-procurement 

implementation, you may have the non-compliance issue on both sides of the supply chain – 

a real show-stopper! 
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Step 7: Roll-out – realise the benefits

� We work with the change team to develop an implementation 
plan, balancing people and process to make sure individual 
staff members are taking up the new processes and coping 
with the changes in their roles 

� It’s this detailed level of working with people, as well as 
process, that brings about real culture change in the 
organisation.... which leads to high levels of take-up and 
compliance

� We use a Dynamic Benefits Realisation model to ensure that 
the benefits are being realised and measured against key 
efficiency targets

 

 

Finally a fully integrated implementation plan, a culture change in progress (it takes more than 

one project!), and a degree of maturity in the way the organisation is functioning that allows 

success to be measured. 

Now all we need to do is ensure that the project achieves its objectives. 

We use a Dynamic Benefits Realisation model to help us do that… 
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� Who is responsible for realising the benefits you want from your
change project? 

� The Project Manager?
� The consultants helping to plan and implement the changes?
� The supplier of the new system/process?
� The Chief Executive? 
� Or is it the operational managers and staff who will be using the new 

system/process?

� So why is that the change always seems to be being PUSHED on 
these managers and staff by the Project Manager? 

� Wouldn’t it be better if the changes were being PULLED by the 
operational managers and staff?

� That’s what the Dynamic Benefits Realisation model helps us to do.

Slide 24 

 

 

 

 

 

 

 

 

 

 

 

Its amazing how many senior managers point to anyone other than the system/process users 

when we ask “Who is actually responsible for achieving the benefits from this change project” 

So it’s probably not too surprising that the poor project manager feels as if he is “banging at 

only half-open doors” and “pushing a boulder uphill”, to quote two change project managers 

we have worked with recently. 

When we suggested that we could fundamentally transform this dynamic so that they were 

being ASKED to come in and make changes happen, they laughed… until we showed them 

our Dynamic Benefits Realisation model.   
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� The model looks at where streamlining a process can save time and 
resources

� This efficiency ‘saving’ is often distributed across the organisation
� It may not result in a reduction in staffing – ie it’s non-cashable 
� Because the savings are non-cashable, nobody actually measures 

them, so the project gets lower priority

� So the model focuses on: 
� How the resources released by the improvement can be redeployed
� Existing performance targets that could be improved as a result
� Who is accountable for realising those performance targets

� And gives these managers responsibility for bringing in the changes

� This makes the Project Manager an enabler, and creates a PULL 
dynamic for the project – a fundamental shift

Slide 25 

 

 

 

 

 

 

 

 

 

 

 

This model is useful where changing a process or introducing a new system enables a lot of 

people across an organisation to make small time savings in their jobs. That usually means 

that the project is not primarily about reducing numbers of staff, more about streamlining back 

office processes to release time and resources for more important work. 

(Where this is not the case and reductions in headcount are achievable, the incentive to 

complete the changes is strong enough that we don’t have to employ clever models!) 

However the time savings are not real unless one can measure them, which is very difficult to 

do, and will not benefit anyone until the time which has been released is redeployed doing 

something else, that is measurable.   

The trick is to focus attention on the work that could be done using the released time and 

resources, identify existing targets that may not being met, agree with the managers 

responsible for achieving these targets what the released resource would enable them to do, 

then task them to report these improvements at the project management board meetings. 

They will soon be screaming for the systems and process changes – pulling the project, 

rather than resisting it. 

The next slide illustrates the process…
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Dynamic Benefits Realisation Model

Deliverable: start measuring the £ benefits…

5. Prioritise roll-out 
based on the relative 
value of the benefits 
identified in [4]

1. What is impact 
on processes?
eg Speeds up or 
eliminates process 
(Normally 50% average 
time saving achievable)

2. Resources released & 
available for redeployment
Who (how many affected in 
group)? How much time 
saved?

3. Agree measurable
improvement and by when
Quantify value; use existing 
service level improvement KPI 
wherever possible

4. Who is accountable
for its realisation?
Identify key System/ 
Process users and ensure 
representatives are on 
Project Management Board

6. Manage project with 
System/Process user 
representatives driving
it, not Project Manager
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So, we have arrived at the end of the seven step cycle. By way of summing up… 
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SAVINGS

INPACT delivers

Efficiency through Integrated Transformation

Strategic review, define objectivesPEOPLE

Introduce Rapid Process MappingPROCESS

Train the teamPEOPLE

Pilot the new, compliant processesPROCESS

Harness the drivers for changePEOPLE

Design the transition from ‘As Is’ to ‘To Be’PROCESS

Roll out - generating take-upPEOPLE

Measure the performance gains!

 

 

This slide is a bit of fun… but it does provide an effective overview of the methodology and 

makes the serious point that only a well balanced, integrated approach brings success…  

That is INPACT. 
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INPACT

Integrated 
Process and 

Culture 
Transformation

 

 

Thank you for spending time exploring the INPACT methodology. 

We hope this slide presentation has helped to convey the principles and power of INPACT. 

We would be happy to answer any questions and work with you to implement the 

methodology in your organisation to achieve change.  

Contact: peterd@imaginist.co.uk 

Or visit our website: www.imaginist.co.uk 

 

 

 

Peter Duschinsky 

Peter Carter 

The Imaginist Company  

August 2007 

 

 

 

 

 


