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Operational Excellence in E&R Infrastructure Organisations

Baringa’s team has a unique combination of Operational Excellence (OE) skills along with deep
industry expertise and a solid understanding of what makes these engagements successful.
Baringa are trusted by our clients to lead and coach their largest and most critical Operational
Excellence programmes.
We believe our clients select us as their OE Partner based on a distinct set of characteristics, including:
U
 nderstanding your organisation – We take time to understand where our clients have come from
and what they want to deliver through OE
R
 eputation built on results – All of our team are highly experienced, hands-on and pragmatic. We
adapt to our client’s environment and keep initiatives focused on outcomes and delivery objectives
E
 xperience and industry track record – Our consulting team profile is ‘diamond-shaped’ as we
hire people with experience. Our talent pool brings together people from industry and consulting
backgrounds, and we will bring the right people to you, with the right skills, at the right time
C
 apability Transfer – We make a point of transferring our expertise, knowledge capital and
accreditation directly to our clients
A
 gile, right sized partner – We are responsive, flexible and easy to work with. We build
long-term relationships with our clients and believe that mixed client and Baringa
teams deliver the most effective and sustainable results
We look forward to discussing your challenges and vision for the future with you in more detail,
and to responding to any questions that you might have.
Yours sincerely,

James Lascelles
Partner, Operational Excellence Lead
james.lascelles@baringa.com
+44 (0)203 327 4220
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Oli Barnett
Director, Operational Excellence Assets Lead
oliver.barnett@baringa.com
+44 (0)203 327 4220
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The Management Challenge
Operational Excellence is an enabler to solving a number of the operational challenges asset-based
organisations are facing in the current climate.

Eroding Margins

Waste through Growth

New Entrants

Top-line income is reducing through price drops in
energy exposing high operating costs that are
becoming unsustainable

Propagation of operational complexity through growth
has resulted in inefficiency - teams should focus on high
value activities and remove unnecessary costs

A proliferation of new market entrants means
that organisations need to be more agile and
customer-focused in winning new business

Silo Mentality

Increased Cost of Failure

Optimising Asset Reliability

Different business functions at the local and global level
don’t talk to each other resulting in non-standard and
inefficient ways of working

Incorporate OE practices into engineering design to
‘design out failure’, therefore reducing the cost of failure
later in the lifecycle

Ensuring that plants remain available through
proactive and predictive maintenance whilst
minimising revenue impacts

More Availability

More Reliability

Better Utilisation
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The Increasing Importance Of Operational Excellence
Creating Operational Excellence requires major cultural and organisational shifts in mindsets and
behaviours.
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Basic Functional Delivery

Integration with the Business

Extended Enterprise

Operational Excellence

Role of Operations

Meet Internal
Commitments

Meet Customer
Commitments

Design and Operate

Design, Operate, and Drive
Profit

Extent of Influence

Departmental
Boundaries

Company Boundaries

Selected Partners

Talent Network Creating An
“Ecosystem”

Financial Focus

Cost

Cost and Service

Value-Added Service

Dynamically Optimise Value

Operational Focus

Compliance

Interdependence

Collaboration

Agility

Workflow Management
Philosophy

First Come First Serve

Available to Deliver

Capable to Deliver

Profitable to Deliver

Supply/Demand Balancing
Approach

Work to a Schedule

Fulfill Demand

Forecast and Fulfill

Sense, Shape and Respond

Decisioning

Siloed

Team-based

Rapidly Address
the Urgent

Rapidly Address
the Important

Risk Factoring

Afterthought

Buffers in the System

Contingencies and Redundancies

Predictive and Responsive
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Success Factors
Asset-based organisations are
constantly exposed to changes
in their environments. These
changes impact and deteriorate
the effectiveness of companies,
processes and the ability to
respond to market needs.

Strong Leadership
 A unifying vision that is as attractive for the employees as it is
for the leadership team and customers
Strong executive commitment including such items as straight
talking and resolute support of the change programme.

Skill Building
Rapid training of change agents combining tools-based
knowledge with the desire and ability to move the needle in a
business sense

Whilst large scale step-change initiatives play
a key part in change journeys, there is also a
huge opportunity to tap into the underlying
improvement culture. If people are not trained
to appropriately address the changes and their
impact, they may not take any action, or at best
create ‘workarounds’ to fix the problems, instead
of addressing the root causes.
Over time, problems and/or workarounds
accumulate with increasing complexity
and decreasing overall performance as a
result. Successful Operational Excellence
(OE) programmes all have certain common
characteristics; absence of any one can lead to
programme failure.

%

Success Rate of
Operational Transformations

72%

28%

Fail

Focus on building skills in pivotal positions such as supervisors
on cultural topics such as performance management and
behavioural change.

Cultural Impact
Clarity around what behavioural patterns you are working
to establish at all levels from front-line operators to the
boardroom
Opportunities for people at all levels to make changes
in their approaches with limited risk.

Dedicated Governance

Succeed

 Tracking of ideas and pace of implementation in a manner that
ties back to the bottom line in the P&L
Critical mass of skilled resources trained (leveraging the best
and brightest future leaders from talent pool) as well as a
respected deployment champion.
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Locating the Opportunity
Operational Excellence can deliver benefits quickly across the entire customer value chain of your business.
Baringa’s deep industry expertise can provide proven methods to accelerate success.
Operations & Maintenance

Finance & Trading

Operations & Maintenance

Operations & Maintenance

€12m revenue growth through
an increase in achieved power
price of €0.3-0.5/MWh

Trading month-end reporting
time halved and capacity
release in excess of 40%

Reduction in power imbalance
fees by 50% and power trips
to zero

Increased power generation
uptime with enhancements to
safety culture

Goal to increase income without adding
to the cost base, focusing on immediate
benefit delivery

Developed an enhanced understanding
of the finance & trading relationship
imbalances and governance structure

Benefits achieved through removing waste
& adapting the Hydro forecasting process
to allow the weekly process to run daily,
greatly increasing production performance.

Significant reduction in month-end close
reporting timeline through team-by-team
utilisation analyses, automating activities
and transactional cost optimisation.

Development of OE principles to a new
CCGT plant with specific focus on enhancing
the asset trading relationship and
introduction of performance management
principles

Designed and delivered a new Visual
Workplace (5S) agenda, including
implementing new ways of working across
industrial & office environments
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Deep dive into the commercial and asset
relationship resulting in a structured
regular dialogue and improvement plan.

Tailored coaching with the plant leadership
team around methods of maintaining an
open culture and rewarding successes.
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Human Resources

Front & Back Office

Mobile Field Force

50% reduction in employee
on-boarding with enhanced
candidate experience

24% OPEX in-year net benefits
by transforming the back
office function

13% reduction in direct labour
costs with 15% reduction in
the levels of emergency work

25% increase in operational
productivity in Market Access
IT function

Improved recruiting, on-boarding,
learning & development, compensation
& benefits and other HR Service teams by
implementing leading end-to-end process
improvement frameworks

Designed a tailored approach combining
End-to-End, Team-by-Team, People
Effectiveness & Org Design capabilities to
achieve 95% of queries solved at first point
of contact

Redefined new models for how work
is prioritised, planned, scheduled and
performance managed creating a more
efficient field force

Deliver process performance
enhancements within teams and a selfsustainable OE framework

Significant reduction in wasted training
time and enhancements to employee
engagement.

Elimination of non-value add activities and
further simplification of value enabling
functions.

Implemented a set of practical, quick-win
improvements with new KPIs, training and
an enhanced performance management
framework.

Group Technology

Introduced a structured approach to
Operational Excellence using 3D, to deliver
a common way of working across teams
and value streams.
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Making Operational Excellence Stick
Operational Excellence addresses core processes and establishes new ways of working.
It delivers more for less through the key ingredients of sustainable change.

Sustainable Change

Scalability

Capability Building

A
 n approach equally suited to a local
and global scale

Leadership committed to the benefits
and associated investment

Develop a pipeline of committed,
high-performing people

S
 tandard methods that work across
all business issues and functions

Light touch ‘Centre of Expertise’ in place

Focused on-the-job coaching and
guidance combined with practical
awareness and technical training courses

A
 toolkit which can deliver benefits
from the initial pilot
T
 he ability to extend from a single
team’s improvement to the end-toend process
T
 oolkits which can be leveraged
by the majority, not just specialist
teams.
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Engagement

Complete sight of value to drive project
selection
Create a spirit of competition between
peer teams
Measure and publish benefits
Engage with the small improvements
as well as the large – achieve goals using
50 silver pellets rather than two or three
silver bullets.

Integration
Start with existing knowledge and people
so that early benefits are attributable to the
teams who will sustain the change
Endorse the successes to embed
long-term cultural change

Externally recognised accreditation
to create pull as staff strive for
qualifications

Create awareness and respect for
Operational Excellence techniques outside
the functional teams

Central access to standard roadmaps,
tools, templates and examples of best
practice.

Align the improvement targets with
corporate, divisional and departmental
strategies.

Operational Excellence in E&R Infrastructure Organisations

3D: Three dimensions, one Flexible and Modular Approach
Baringa has developed an OE framework based on decades of experience. It is a comprehensive
approach to operational improvement and capability building that delivers rapid and sustainable results.

End to End

Holistic outlook

 End to End is a comprehensive approach to identify, design and
deliver process related benefits
It streamlines end-to-end processes across multiple teams and customers
I t integrates Lean, ‘systems thinking’, service design, innovation and
operational transformation to deliver optimised customer journeys,
supported by an achievable roadmap.

Team by Team
T
 eam by Team focuses on practical team outcomes through new
ways of working
P
 erformance gaps are addressed within and between teams, while
emphasising the role of leadership
B
 enefits include heightened motivation and performance, visibility of
team capacity and right first-time handling.

Again and Again
A
 gain and Again itemises the practical steps to build and maintain
momentum on your OE journey
O
 ur approach ingrains OE into the working culture so that it simply
becomes “the way we do things here”
O
 ur roadmap is 50 pellets rather than a silver bullet and drives regular
repeatable actions across the organisation at all levels to provide the
discipline for long term sustainability.

Customer
Purpose
Who are the
customers
and what
are their
requirements?

Culture and
Behaviours
What is the
culture and
behaviours of the
team(s) doing
the work?

Process
Effectiveness
How effective
and efficient is
the process?

Skills and
Structures
What are the
required skills,
capabilities and
org structure to
operate?

Measures
and Controls
What is the
optimal way
to assess
operational
performance?

Technology
Innovation
What technology
are we/could we
be using and how
is it performing?

Our three dimensions have all
the levers for optimising your
organisation and building your
specific blend of Operational
Excellence capability.

In-depth research and
development efforts feed into
our methodology to continually
ensure it is at the ‘leading edge’
of OE thinking.

Transferring capability is critical
to engaging people. Baringa is
accredited by the external Lean
Competency System (LCS) to
train, coach and certify client
colleagues to LCS standards.
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OE-enabling Solutions
We can bring capability and expertise across a range of solutions to support accurate and scalable
processing at lower cost – building these into broader OE initiatives enables larger benefits.

Digital Transformation

Agile Delivery

Robotic Process
Automation (RPA)

Data Science
and Visualisation

What?
Using digital technology to
improve performance of
enterprises (e.g. customer
experience; digitising processes)

What?
A delivery approach that focuses
on releasing frequent and
incremental functionality, rather
than a ‘big bang’ or ‘waterfall’
implementation

What?
RPA is the application of software
that mimics human processing
activities

What?
Using data science and
visualisation techniques to derive
actionable insights from large
volumes of data and present them
in a compelling fashion

Why?
Enables organisations to sell
more; more efficiency, reduces
the cost to service, and improves
customer engagement

Why?
Enables high frequency change
and shortened delivery lead
times

Why?
ROI can range from 30-200% in
year 1 and is quick to deploy

Why?
Identify new patterns and
trends to drive operational
improvements, sales or product
development

How we can help?
Establishing end-to-end product
ownership in enterprises and
leading solution design

How we can help?
Expertise in Agile delivery at
scale, supported by OE tools and
methodologies

How we can help?
Driving business value through
Robotic delivery and establishing
a Centre of Excellence to support
Operational Excellence

How we can help?
Providing cutting edge data
science expertise to analyse
business processes or customer
behaviour

10

Operational Excellence in E&R Infrastructure Organisations

Our Tools and Techniques Enable Transformational Change
Our approach starts by analysing your operations strategy and performance – this is driven via
our deep industry content knowledge, leadership workshops and OE-Asset roadmaps.

Baringa’s Codified Approach:
Codified approaches and
templates ready-to-go

Baringa’s deep industry knowledge is mixed
with its leading practice operational models
(e.g. toolkits, operational playbooks, assetbased leading practices etc.).

Visual controls and
defect detection

This enables us to provide a holistic approach
to Operational Excellence, that is grounded
in experience, providing you with significant
and defensible competitive advantage.

Team based problem
solving and A3 reporting

Technical training pack
and client case studies

Typical S-Curve Benefit Realisation

Decisions and
Improvements

Transformation

Sustainability

Value delivered

One of the greatest challenges for teams
is the pressure on them to show financial
benefits early on in the change effort.

Where we
are now

5S

5S (visual workplace)

Hazard detection and
gemba safety activities

Time
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About Baringa Partners
Baringa Partners is an independent business and
technology consultancy. We help businesses run
more effectively, navigate industry shifts and reach
new markets.
We use our industry insights, ideas and pragmatism
to help each client improve their business.
Collaboration is central to our strategy and culture
ensuring we attract the brightest and the best.
And it’s why clients love working with us.
Baringa. Brighter together.

Baringa Partners LLP
Dominican Court,
17 Hatfields,
London SE1 8DJ

Germany:
Königsallee
92a / 4th floor,
Düsseldorf 40212

USA:
Suite 9030, 261
Madison Avenue,
New York 10016

UAE:
Gulf Business Centre
Hamdan Street
Abu Dhabi, PO Box 33662

+44 (0)203 327 4220
info@baringa.com

+49 211 5403-9950

+1 747 227 4642

+971 2 6789808

baringa.com

This document (including the 3D Methodology described within it: (a) is proprietary to Baringa Partners LLP (“Baringa”) and should not be re-used for commercial purposes without Baringa’s consent; (b) constitutes Baringa’s pre-existing IPR and materials, ownership of which shall remain
with Baringa and is not transferred or assigned as the result of Baringa making this document available to Baringa’s selected recipients; (c) may be used by Baringa’s selected recipients only for the limited purposes advised by Baringa; (d) may not be used by any third parties without Baringa’s
consent and may not be sub-licensed for use to any third parties by Baringa’s selected recipients; (e) excludes all conditions and warranties whether express or implied by statute, law or otherwise; (f) places no responsibility on Baringa for any inaccuracy, incompleteness or error; and (g) is
provided ‘as is’ and should not be relied upon for commercial purposes. If any of these terms are invalid or unenforceable, the continuation in full force and effect of the remainder will not be prejudiced. Copyright © Baringa Partners LLP 2017. All rights reserved.”

