
 
 
Meet the MasterMinds is an exclusive interview series brought to you by Management Consulting 
News. Feel free to distribute this interview to others, but please respect our terms of use. 
   
If you’d like to subscribe to our free, monthly email newsletter, sign up at 
www.ManagementConsultingNews.com.  
 
Comments are welcome, so please send them along to the editor. 
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Meet the MasterMinds: Robert Schaffer Gets Rapid Results 
 
MCNews welcomes back consultant and author Robert H. Schaffer to talk about his new book, 
Rapid Results! How 100-Day Projects Build the Capacity for Large-Scale Change. He’s the 
founder of Robert H. Schaffer & Associates, and he helped start the journal, Consulting to 
Management. His previous books include High-Impact Consulting and The Breakthrough 
Strategy. 
 
We asked Schaffer how we can help clients succeed with large-scale change using the Rapid 
Results method. 
 
MCNews: Would you explain the Rapid Results 
approach? 

 

 
Schaffer: Too often, in companies that are trying to make 
big changes—mergers, going into new businesses, or 
opening up new plants or new markets—a few people at the 
top dream stuff up, create elaborate plans, and then expect 
everybody else in the organization to carry out those plans. 
 
But they don’t have the capacity. They haven’t learned how. 
And many large-scale changes flounder because of that.  
 
With the Rapid Results approach, we take clients’ big objectives
to achieve measurable results in a short period of time. We use 
round number, but a project can take more or less than that. We
day process and apply that knowledge to other initiatives.  
 
In addition to achieving short-term results and teaching people h
Results way creates the grassroots capacity to carry out large-s
people learn how to take the initiative in small ways, they can de
projects. 
 
MCNews: With so many companies attempting change prog
capacity to execute on those initiatives?  
 
Schaffer: Because you have little or no ability to implement cha
learned from it, and experienced it a number of times. Often, pe
that a company ought to do but they struggle with implementatio

Copyright © 2005 Management Consulting News All rights rese
 

“In addition to achieving 
short-term results and 
teaching people how to 
work together, the Rapid
Results way creates the 
grassroots capacity to 
carry out large-scale, 
complicated changes.” 
 and tackle them on a small scale 
100 days because it’s a nice, 
 help clients learn from the 100-

ow to work together, the Rapid 
cale, complicated changes. Once 
al with larger and larger change 

rams, why is there a lack of 

nge unless you’ve worked on it, 
ople come up with all the things 
n.  

rved 

http://www.managementconsultingnews.com/
http://www.managementconsultingnews.com/
http://www.managementconsultingnews.com/terms_of_use.php
http://www.managementconsultingnews.com/
mailto:editor@managementconsultingnews.com
http://www.amazon.com/exec/obidos/ASIN/0787977349/managementcon-20/102-6430855-0051309
http://www.amazon.com/exec/obidos/ASIN/0787960497/managementcon-20/102-4589731-6442526
http://www.amazon.com/exec/obidos/ASIN/0887304044/managementcon-20/102-4589731-6442526
http://www.amazon.com/exec/obidos/ASIN/0887304044/managementcon-20/102-4589731-6442526


 
At one company, a team spent eight or nine months studying how to improve specific quality 
issues. Then, they had a three-hour presentation about what needed to be done, including 
significant capital investment by senior management. But they had not actually done anything.  
 

 
If you start with Rapid Results, at the end of a couple of 
months you’ve accomplished something concrete and you’ve 
learned. 
 
MCNews: Could you give an example of how you’ve 
used the Rapid Results approach? 
  
Schaffer: Sure. Banorte, a large Mexican bank, had roughly 25
more than they wanted. They had been working very hard to im
but they weren’t making enough progress. 
 
Our team said, let’s go after a few of them in one place and see
reliability. So we started with one neighborhood in Mexico City th
formed a cross-functional team and helped them learn how to w
problem and implement a solution. Within a few weeks, the team
 
The client saw the Rapid Results approach work. They got it. Th
neighborhoods and eventually expanded the improvement prog
 
MCNews: When you think about it, breaking a problem dow
achieve a larger goal is logical. But it seems completely opp
companies operate. 
 
Schaffer: We’ve been writing about this for many years and hav
think that many managers get impatient and they look for the big
consulting firms are not interested in working on a smaller scale
huge teams of consultants. 
 
MCNews: Is that because with this approach you’re building
change? 
  
Schaffer: Right. We build capacity by using small-scale projects
learn how to take initiative and how to develop and execute a w
 
Many companies begin improvement projects by asking for thing
equipment, additional capital, and more people. The Rapid Resu
getting started and accomplishing more with what you already h
enhancer. 
 
MCNews I’m paraphrasing, but you talk about beginning wi
You’re probably not saying you shouldn’t plan, but what do
 
Schaffer: Let’s say, for instance, that within 100 days you want 
market. If you say, well, in the next 100 days we’re going to train
going to open up that market. That’s not a result—it’s preparatio
 
By contrast, if you say that by the end of 100 days we’re going t
region, that’s a result. Of course, it’s fine to conduct training as p
happens, the imperative of getting a measurable result changes
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Many consultants fall into this trap: when clients want better results, they say, okay, we’re going 
to get this new equipment, we need a new system, and we’re going to train people. Those are 
preparations, but you can do that forever and never make progress. 
 
MCNews: There does seem to be a lot of that in large organizations—let’s get ready to get 
ready. 
 
Schaffer: Well, of course, nobody is really put on the spot that way. Everybody is busy and 
reports great successes: we’ve got the new system or program; we’re ready to go. But making a 
commitment to an actual result changes everything. 
 
Banorte bank had people from multiple functions trying to improve the performance of their ATMs, 
and they were all having success. They were delivering cash better and they were keeping the 
machines functioning better. 
 
But the actual number of breakdowns wasn’t changing. Once they made the goal to quickly and 
significantly reduce the amount of down time for the machines, they really made change happen. 
 
MCNews: Do you find on a Rapid Results project that the people who are making change 
happen are more motivated and get more satisfaction from their work? 
 
Schaffer: Yes. One of the things that got us started down this path many years ago is the 
observation that when organizations face a crisis or a must-do situation, people suddenly 
mobilize themselves to get things done that they never would have attempted previously.  
 
The classic case is Apollo 13, the moon mission that went bad. To save the astronauts and bring 
them back to Earth, the people at Mission Control had to write new software. They created those 
new programs in three days. Under normal circumstances, it would have taken three months. 
 
My point is that when there’s a must-do and you have to produce a result, people respond. What 
makes those situations different?  Well, there’s a real consequence, and it’s very clear whether 
you’re succeeding or not. It’s not fuzzy. 
 
MCNews: If an organization uses the standard project approach, how do you shift the 
mindset to Rapid Results? 
 
Schaffer: We tell people how it’s worked in the past and suggest they try it. The risk is low and 
they don’t have to make much of an investment. They might ask, “How do we know it’s going to 
work?” The answer: “Let’s pick a few areas and try it.” 
  
For example, one client wanted to grow faster. They had tried various ways to accelerate growth 
and felt they were not getting where they wanted to go. We suggested that they try Rapid 
Results, so they picked three divisions and each division picked a couple of pilot growth projects. 
 
The idea was not to just go off and do market research and report back at the end of 100 days. 
The goal was to get new sales. The pilots worked. The client was quite excited and expanded the 
program. By the end of the first year, they had generated $50 million in new sales. 
 
MCNews: Does that kind of success change your approach to future projects based on 
what you’ve learned? 
 
Schaffer: Yes. At the end of 100 days, teams want to know: How can we keep whatever we’ve 
learned? How can we build it into the ongoing way the organization works? What are the next 
steps that we ought to take—what are some of the next things we can do? How can we use these 
successful new methods to expand the effort?  
 

Copyright © 2005 Management Consulting News All rights reserved 
 



MCNews: One last question: What one piece of advice would you give consultants to 
move their clients in the Rapid Results direction? 
 
Schaffer: Look at your client’s most important goals and carve out one result that can be 
accomplished in a few months. Form a team to experiment with how to get to that result, see 
what you learn, and then take it from there.  
 
MCNews: Thanks for your time. 
 
Find out more about Robert Schaffer, his books, and services at http://www.rhsa.com. 
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