
How Continuous Improvement 
techniques can be applied to a UK 

building society

BSA Conference May 2017

Dean Williams

HO CI & Operations Change



How Continuous Improvement techniques can be 
applied to a UK building society

Techniques to improve an organisation’s efficiency and effectiveness have long been 

used in a wide variety of manufacturing industries and are now being applied to financial 

services. 

Over the course of the last two years Principality Building Society has been doing 

exactly this via Continuous Improvement (CI)

This session is an opportunity to hear about:

1. What is CI and what are the benefits?
2. How has CI been deployed in the Principality?
3. How you could deploy CI in your own building society
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1. Introduction to Principality and 2016 highlights

2. The burning platform for Continuous Improvement

3. What is Continuous Improvement (CI) ?
• Definition of CI
• History from Manufacturing to Financial Services 

4. The opportunity for CI
• The iceberg syndrome
• Typical benefits that are delivered

5. How Principality is deploying CI
• CEO and Exec team committed to CI deployment
• CI capability built to “do with”, not “do to”
• CI method defined and applied to fit our need
• CI initiatives shaped and delivered, aligned to strategic priority
• Examples of benefits delivered for Customers, Colleagues, Financials and Risk
• Communication and feedback from leaders and colleagues

6. How you could apply CI in your Society?
• The top 10 reasons why CI deployments fail
• Things for you to consider if you want to deploy CI

Content



Overview of 
Principality Building 

Society 
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Live :

• Overview of Principality

• Burning Platform for CI

Tom Denman – Principality Acting Finance Director
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As Wales’ largest building society, Principality Building Society, has over £7bn assets and is the 
sixth largest building society in the UK. 

Founded as a mutual building society in 1860, Principality prides itself on providing excellent 
customer service and a home for its members’ money and a real focus on delivering to over 
500,000 Members and customers.

Principality strives to make a positive impact not just on individuals but also on their communities 
up and down Wales. Sponsors of the Principality Premiership, Only Boys Aloud and Junior Wales 
Open, the building society plays a key role in supporting life and culture in Wales as well as 
driving the housing agenda.

Introduction to Principality Building Society
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Principality 2016 Highlights



The burning platform for 
Continuous Improvement
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• Problem Statement: Demands from our customers are increasing. Our 
plan is to grow our business. There is a risk of margin squeeze. We plan 
to make a significant investment in transformation. Our operating costs 
are too high. 

• Objective: Improve our cost efficiency and effectiveness to support the 
delivery of Customer growth i.e. keep our costs flat to “Grow within our 
cost base”

• Approach: Use a CI approach to deliver breakthrough improvements for 
Customers and Colleagues, which results in Cost benefits and Risk 
reduction. 

The burning platform for CI



What is Continuous 
Improvement (CI)?



What is Continuous Improvement?
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A culture where everyone continuously strives to make it better for 

Customers and Colleagues, resulting in Financial and Risk benefits 

through incremental or transformational change. 

It is the never ending relentless pursuit for improvement !



What is Continuous Improvement about?
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CI is about…

• Understanding what purpose our work 
serves for our customers, from their 
perspective, and endeavouring to only do 
value work 

• Eliminating, simplifying or combining 
activities, processes and outputs

• Redesigning the system based on demand 
and minimising hand offs 

• Making necessary activities and processes 
easier and better 

• Colleagues, managers, heads of and 
directors working together to improve the end 
to end

CI is not about…

• Making people work harder

• Doing more with less

• Making people redundant

• Cutting corners

• Introducing risks and reducing controls



A brief history of Continuous Improvement
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1908 Henry Ford 
started mass 
Production of the 
Model T Car

2000 >
Lean, 6 Sigma, 
Systems Thinking, 
Operational 
Excellence applied 
to Financial 
Services.
Practitioners from 
manufacturing and 
consultancies apply 
various versions in 
Financial Services 
e.g. Axa, Lloyds 
Bank, RBS, Barclays 

2015 Principality 
Building Society 
deploys CI

2005 John Seddon,
a British occupational 
psychologist, 
published “Freedom 
from Command & 
Control” the Toyota 
system for service 
organisations, later 
named Systems 
Thinking 
and then The
Vanguard Method

1990 Womack, Jones 
and Roos published 
“The Machine that 
Changed the World”  
which introduced the 
term Lean Production
illustrating the 
significant performance 
gap between Japanese 
and western 
automotive industries

1996 Womack & 
Jones published 
“Lean Thinking” as a 
framework to be used 
by organisations to 
implement lean

1980s Taichi 
Ohno  
implemented the 
Toyota 
Production 
System that was 
key in helping 
Toyota become 
the No.1 car 
manufacturer in 
the world

1980s Motorola
developed 6 Sigma 
helping Motorola 
realize powerful 
bottom line results 
documented at 
more than $16 
billion in savings.
Later implemented 
by Allied Signal, 
General Electric, 
Sony and many 
others.

1950 W.E. Deming 
developed his 
philosophy of 
management, whilst 
helping Japan re build 
after World War 2 
1982
Published his book 
“Out of the Crisis” the 
System of Profound 
Knowledge focussing 
on 14 questions



The opportunity for CI



The iceberg syndrome
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We can clearly see 
the performance “tip 

of the iceberg”

Customer 
Satisfaction

Costs

Colleague 
Engagement

Income

Reputation

Rework

Errors

Delays
Duplication

Chasing
Hand offs

Morale

Colleague turnover

Utilisation

Customer attrition
Lost opportunity

Productivity

Frustration
Breaches

Remediation

QA Audit
Governance

Confusion

Overtime

15

Change agility

There is significant 
opportunity to 

improve 
“under the water”
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We make it better for our Customers by delivering what matters to them e.g.
• We make it easy for customers to understand our products and services 
• We resolve what matters to customers at the first point of contact in the way they want to make 

contact
• Customers get what they need when they need it and how they need it
• We reduce the effort required from our customers 

We make it easier for our colleagues to serve our Customers and carry out their roles 
e.g.

• Builds colleague capability and creates capacity
• Provides colleagues with optimised tools, processes and support
• Reduces the need to process non value adding work (from the Customers perspective)
• Improves quality and productivity

Which results in:

Financial benefits e.g.
• Cost saving, mitigation or capacity creation
• Income generation
• Operational loss cost reduction

Risk reduction e.g.
• Risk likely hood and impact improved
• Operational risk, incidents and loss reduction
• Better adherence to conduct requirements

Typical benefits delivered from CI



How Principality is 
deploying CI
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• In 2014, the Principality Executive team agreed that establishing Continuous Improvement 
capability and culture was required to help us achieve our Strategy.

• In September 2014 a Head Of Continuous Improvement was recruited and a central team of 6 
Continuous Improvement Consultants was established.

• A Cost Management strategy was agreed and a Programme was established with the CEO as the 
Exec Sponsor, as the mechanism to drive Continuous Improvement deployment.

• Improvement initiatives are identified, shaped and delivered  aligning to strategic Customer, 
Colleague and Financial outcomes and targets.

• The following approaches are used:

> Service Excellence: To improve the end to end customer experience, make it easier for 
colleagues to carry out their roles and create the capacity to absorb growth.

> Activity Value Analysis: To help support functions to identify and deliver opportunities to 
improve their service to internal customers and create capacity for growth.

> Supplier Spend Optimisation: To reduce the number of suppliers used, negotiate improved 
contract terms, optimise supplier spend control and challenge usage.

• 2015 saw the first year of strategically aligned Continuous Improvement delivery.

CEO and Exec team committed to CI deployment
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Our Customer Director and CI Exec Sponsor talks through:

• Alignment of CI to strategy

• Benefits of CI approach

• Key considerations for the Exec Sponsor

Julie Ann Haines – Customer Director and CI Exec Sponsor
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CI capability built to “do with”, not “do to”

Improvement  Initiative/s

Central 
CI Team

CI 
Consultants

Project Manager

Business Analyst

IT Development

Testing , QA, 
Release 

Management

IT Change

Programme Sponsor

Programme Manager

Finance Partner

Programme Core Team

HR PartnerSenior CI Consultants x 2

Subject Matter Experts

Business Lead

Business Sponsor

CI Consultant

Users    Support Areas

Programme 
Steering

CEO Exec Sponsor

Exec Sponsors

Core Team

The programme core team facilitate the identification, shaping, delivery and embedding of CI initiatives as well as building CI 
capability.

CI Sponsors, Business Leads and teams are set up to shape and deliver each initiative.

CI Consultants are allocated to each initiative to facilitate the CI approach and build CI capability in the team.
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CI method defined and applied to fit our need

Lean

We have defined an optimum 
approach to suit the needs of 

the Principality that 
predominantly utilises:

Service Excellence: 

To improve the end to end 
customer experience, 

make it easier for 
colleagues to carry out 

their roles and create the 
capacity to absorb 

growth.

Activity Value Analysis: 

To help support functions to 
identify and deliver 

opportunities to improve 
their service to internal 
customers and create 
capacity for growth.

There are a number of 
approaches used in the 

industry to deliver 
continuous improvement

Systems Thinking

Lean

Six Sigma
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Lean

CI method aligned to Principality Change Management approach

Direction

•Define the problem, 
objective, scope, team 
& benefit opportunity

•Mobilise project

Outline 
Business case

Design

•Understand purpose, 
demand, capability, 
flow, systemic 
conditions and thinking 

•Define the purpose, 
measures and method

•Complete problem Root 
Cause Analysis and 
understand the value 
work

•Complete solution 
design & identify quick 
wins

•Define benefits

Final 
Business case

Delivery

•Deliver quick wins

•Pilot/test solution 
design

•Refine solution design

•Build new solution

•Prepare business 
readiness and 
communicate 
implementation plan

•Complete training

Business Readiness
Go/No Go

D-Day

•Implement new solution 
and measures

•Confirm benefits

•Handover to business 
and close project 

Benefits Realisation & 
Project Closure

Embed

•Confirm benefits are 
sustained

•Fine tune solution as 
necessary

•Re-inforce new 
operating principles

•Transfer knowledge
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CI initiatives shaped and delivered, aligned to strategic priority
Improve our cost efficiency and 

effectiveness to support the 
delivery of Customer growth

Activity Value 
Analysis

Change/IT

Marketing

Credit Risk

HR Service

Corporate 
Governance

Service
Excellence

Complaints 
Handling

Regulated Sales

Mortgage Service 
Centre

Savings 
end to end

Mortgage 
end to end

Connect

Supplier Spend 
Optimisation

Postage & Customer 
Communications

IT Delivery

Marketing Design 

Facilities

Finance & Risk

Member Service

HR, IT Services, 
Others

Capability Build

Continuous 
Improvement

E2E Strategic 
Change 

Management

Procurement

Decision Making

Business As Usual 
Cost Management

Budgeting & 
Forecasting

Tasking

Other Business As 
Usual initiatives
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Examples of Benefits delivered for Customers, Colleagues, Financials and Risk 

Complaints resolved 
within 21 days improved 

from 18% to 92%

Time to process a 
Mortgage switch 
reduced by 60%

Capacity to 
process Mortgage 

applications 
increased by 40%

Mortgage speed to 
offer reduced by 20% 

Broker registration 
effort reduced by 50% 

Mortgage telephony 
NPS improved to over 

90%

Capacity to deliver 
Strategic Change 
increased by 35% 

HR Service and 
Admin effort reduced 

by 30% 

Complaints 
handling 

errors 
reduced

IT defects 
reduced from 
releases into 

live

Capacity to 
complete Mortgage 

switching 
increased by 30% 

£3.3m of annual 
run rate Cost 

Benefit delivered 
for £1.3m 

investment 
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Shaun Middleton our HO Regulated & Intermediary Sales and Sponsor of Mortgage 
Service Excellence talks through: 

• The difference with the Service Excellence approach

• Mortgage benefits aligned to strategy and Mid Term Plan

Feedback from Mortgage team
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Nathan Hughes a Mortgage Consultant talks through:

• Feedback from customers

• Impact on himself and his colleagues

Feedback from Mortgage team



How could you apply  
CI in your Society ?
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The top 10 reasons why CI deployments fail

Reasons for failure

1. Lack of a clear executive vision

2. Lack of an effective communication strategy

3. Failure to create and communicate a real sense of urgency

4. Poor consultation with stakeholders

5. Lack of structure methodology and project management

6. Failure to monitor and evaluate the outcome

7. Failure to mobilise change champions

8. Failure to engage employees

9. Absence of a dedicated and fully resourced implementation team

10. Lack of sympathetic and supportive Human Resources policies
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If you can answer the following questions positively, then 
you stand a good chance of deploying CI successfully:

1) Do you have a “Burning platform” for CI ?

2) Is there alignment of CI to your strategy ?

3) Do you have CEO and Executive team buy in ?

4) Do you have access to CI Specialists with a track record 
of successful CI deployment?

5) Are you willing to invest the significant effort that is 
required to deploy CI successfully ? (Avoid the CI “Catch 
22”)

6) Do you have the appetite to challenge and overcome the 
traditional ways of doing things ?

7) Are you willing to commit your organisation to CI over 
the long term ?

Successful deployment of CI will deliver breakthrough 
improvements for your Customers and your Colleagues, 
resulting in significant Financial and Risk benefits and long 
term Cultural change.

Good Luck!

Things for you to consider if you want to deploy CI 

Want to do 
CI

Need to 
invest time 

& effort

Resource not 
available due 
to problems

Problems 
continue

The CI “Catch 22”

How to avoid the CI catch 22?

• Dedicate full time resource to facilitate CI

• Build CI objectives into leaders objectives

• Focus CI quick wins to free up capacity to re-invest 
in more CI as well as “bagging” some benefits

• Breakdown the barriers to the progress of CI
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Michelle Wade our HO Retail & Agencies and Sponsor of Savings Service 
Excellence talks through:

• Mobilisation of Savings Service Excellence

• Benefits aligned to Strategy and Mid Term Plan

Feedback from Savings Leaders
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Alun Parker our Savings Service Excellence Business Lead talks through: 

• Approach to Savings Service Excellence

• Focus on Savings Customers

Feedback from Savings Leaders



Thank you 
for your time

D  029 2077 3508

M  07411 299480

Dean.williams@principality.co.uk

Dean Williams

HO CI & Operations Change


