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Determining the business 
transformation agenda
To avoid too much transformation chaos, we suggest 
making choices and determining priorities early on 
— in other words, trying to settle on a business 
transformation agenda. Such an agenda must be 
based on the analysis of opportunities and threats 
facing the organization, so that it helps to distinguish 
a set of objectives for business transformation.

To reveal the relevant opportunities and threats, 
a STEP analysis can help, by looking at major 
discontinuities and trends in four domains:  
the Socio-cultural, Technological, Economical and 
the Political domains (see figures 3 and 4). By placing 
relevant major discontinuities and trends in distinct 
areas of the radar screen, one can determine the 
trends and irregularities that:
•	 should be acted on immediately (the burning 

issues), versus 
•	 those that can wait a while to be handled (the 

maturing issues), versus 
•	 the ones that can rest for some time (the 

emerging issues). 
A STEP analysis can deliver different results for 
different sectors or industries2, but, in our opinion, five 
mega-trends stand out. 

1. Reshaping of industries
In every sector, organizations are looking at being 
competitive, in a sustainable way. This means that 
they have to have the economics right and are 
becoming increasingly global. As a result, they need to 
engage in major organizational transformations such 
as mergers, acquisitions, divestments, restructuring, 
downsizing, relocation, outsourcing and globalization. 
These words are easy to write and read, but the actual 
business transformations they represent are far from 
easy, as we all know. They need a lot of leadership 
and management attention, apart from enormous 
investments in business processes, infrastructure, IT 
and people, to be successful.

2. Empowerment of customers
Customers have become extremely powerful, 
because the Internet has made anything and 
anywhere exceptionally transparent. If organizations 
wish to secure access to their markets and gain 
new customers, they have no choice but to 
create real value for them. Apart from price, for 
manufacturing companies the main issue is product 
and service quality, while for service companies 
it is service quality and speed. Another challenge 
is to become truly customer-driven. This entails a 
fundamental culture shift from an internally-oriented 
‘make and sell’ approach to a ‘sense and respond’ 
structure. Real-time information is needed on 
individual (potential) customer needs, to which 
products are ‘mass-customized’. A differentiation 
strategy that creates a continuous flood of unique 
products and services, which competitors are 
unable to imitate quickly, creates the basis for 
strong customer loyalty and, in some cases, 
alliances with strategic customers.

3. Exploitation of global knowledge
A truly innovative and agile organization is able to 
co-ordinate a network of local and international 
strategic alliances with suppliers and partners, who 
for certain product-market combinations can be 
competitors at the same time. Such an organization 
efficiently, effectively and creatively uses the best 

competencies and knowledge at hand in the global 
network to create continuous innovation based on 
real-time information. 

4. Sustainability and social responsibility
Another important aspect of doing business today is 
the fact that longer-term strategies must take potential 
future constraints into account. Organizational 
behavior that deals with sustainability and social 
responsibility is based on three propositions:
•	 It is impossible to expand forever into a finite space
•	 It is impossible to take forever from a finite resource 
•	 Everything on the surface of the Earth is 

interconnected.
Sustainability requires organizations to embrace the 

principle of ‘thinking globally, acting locally’, which 
might result in a more specific view on the need to 
globalize, as discussed before. 

5. Low-trust society
An organization’s behavior and performance are 
monitored online or in real time by an increasingly 
broad array of different stakeholders. Transparency 
is the name of the game for everything a company 
undertakes, and regular reporting requirements keep 
armies of employees busy throughout the world. 
Imbalances and irregularities are quickly spotted and 
might result in all kinds of trouble, like shareholder 
activism, customer defection, labor unrest, supplier 
retaliation or increased regulatory pressure 
from governmental institutions or committees. 
Therefore, transforming into an agile organization 
requires mastering the art of dynamically balancing 
stakeholder interests.

Make your choice
Facing the situational context of the organization, the 
management team needs to assess the urgency and 
magnitude of business transformation — what will 
be the strategic agenda, what has to be creatively 
destructed, and what should be re-constructed in 
order to successfully compete and survive? What do 
we need to do, what game do we want to play and 
how do we want to play it, bearing in mind the five 
thrusts described previously? Obviously, choices 
and options depend on the (hyper-) competitiveness 
of the industry and possible new entrants, the 
current state of the product and service portfolio, the 
strengths and weaknesses of business processes, 
management structures, infrastructures, IT, human 
competencies and cultures, and the like. The point is 
that the management team needs to make choices 
and determine the destiny of the organization at hand.

Leading the creative destruction and 
reconstruction of the business
First and foremost: it is clear that business 
transformation is an act of faith — it requires 
courage and persistence. Business transformation 
should be radical, yet manageable. It should 
be holistic, balancing the outside-in market 
opportunities, the inside-out competencies of the 
organization, and the overall changeability of the 
business. Overcoming organizational inertia and 
building business transformation momentum is the 
main challenge. Rather than trying to make one 
giant but very risky leap, we propose to manage 
the turbulent changes in a series of stages. 
Business transformation is not possible without 
the establishment and communication of clear, 
measurable objectives to be reached, as well as 
the road-map to be followed. In other words: we 
expect management to launch a solid business 
transformation plan. 

Such a plan typically includes the articulation 
of the need to change, the path to follow, and the 
goals and the results being sought. It also includes 
a stakeholder analysis — an assessment and future 
projection of the role and contribution of stakeholders 
(including both shareholders and employees), 
organizational conditions for change, scope and 
timing of change projects, and the way the business 
transformation program will be managed. Naturally, it 
includes an extensive communication plan to inform 
all affected constituencies throughout the business 
transformation stages.

Figure 5 illustrates a staged approach to the 
creative destruction and reconstruction of the 
business. After having assessed the current mode 
of operation and having established a vision on the 
future mode of operation, the execution of a number 
of business transformation phases is required. Each 
phase results in a pre-determined and intermediate 
mode of operation, or, as we call it, a ‘plateau’. 

Making business 
transformation happen
As stated earlier, real business transformation is 
not an easy task. It requires thorough, innovative 
thinking as well as rigorous execution. And it 
should be driven from the top by the transformation 
agenda. This agenda should first be communicated 
and explained to all stakeholders. Then, in order 
to address the market strategy perspective, 
possible product / market combinations and their 
dynamics are further diagnosed and opportunities 
discovered. In parallel, the organization, its 
processes, its employees and its management, 
infrastructure and technology capabilities are 
assessed in terms of adequacy, performance, and 
the ability and readiness for change. Based on 
(external) opportunities and (internal) capabilities, 
combined with creative strategic thinking, several 
scenarios for market and internal disruption may be 
generated. A preferred scenario should be chosen, 
matching senior management’s ambition level. This 
scenario is further described in terms of competitive 
positioning, profit drivers, and the logic behind core 
business processes, organizational configuration, 
competencies and IT. Last but not least, a 
change program is detailed (the change strategy 
perspectives and their desired results, described 
plateau by plateau).

The business transformation ends when line 
management has sustained the change and ‘Return 
on Transformation’ has been realized. And then, or 
earlier, the process will repeat itself, as business 
transformation is an ongoing process for any agile 
organization that wishes to survive the increasingly 
fast business cycles of modern times.
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The  
Importance  
Of Leadership  
During A  
Transformation 
Process
How vulnerability, transparency, and a focus on 
sustainability improves the performance of Operations 
& IT within ING. Monique Bulthuis and Robert Scherder of 
Atos Consulting spoke with Saul van Beurden.

I NG is a large, global financial services company 
providing banking, investments, life insurance, 
and retirement services. With 130,000 employees 

worldwide, ING serves more than 
75 million customers in Europe, the 
United States, Canada, Latin America, 
Asia, and Australia. Based on market 
capitalization (March 31 2008), ING is one 
of the 20 largest financial institutions in 
the world. The Operations & IT Banking 
division is next to the Wholesale Banking, 
Retail Banking, and Insurance divisions 
as one of the largest in the organization, employing 
14,000 members of staff, of which 85% are in the 
Netherlands and Belgium. Being responsible for the 
effectiveness and efficiency of all back-office and 
IT-related processes, Operations & IT Banking shows 
a history of many quality improvement attempts that 
have fallen short of meeting the superior operational 
excellence targets required. Although Operations & 
IT thought that all processes were in a mature state, 
a benchmark exercise clearly showed that ING faced 
some major challenges concerning its performance, 
especially in terms of setting goals and adequate 
management. Given the competitive need for superb 
operational performance, the business case for 
change was clear. As a result, Steve van Wyk, head 
of Operations & IT Banking since September 2007, 
started a major transformation program. His vision 
is to enable a stable, more efficient and effective 
Operation & IT Banking. Together with Saul van 
Beurden, director of the transformation program, he is 
the driving force for the transformation. 

Setting The Scene
Some years ago, almost everyone within ING knew 
one way or another that ING’s Operations & IT 

Banking division was not 
performing 

at the 
appropriate level. This lack of 

performance was relayed 
to the division’s business 

partners: the ING 
divisions for Wholesale 
Banking, Retail 

Banking, Insurance 
and a number of internal 

corporate functions and, ultimately, 
to ING employees, customers, and partners. The 
level of delivered internal IT services, as well as the 
quality of client-related IT and operational services 
did not match the levels that might be expected 
from a financial organization with the status of 
ING. Several attempts were made to reorganize, 
rearrange, or re-grade the quality of the Operations 
& IT Banking services. Most of the attempts started 
with an optimistic mindset about expected results 
to be realized, but ended up being only partially 
successful. In the end, after several attempts, most 
of the employees had grown tired and frustrated 
of reorganizing and upgrading all the time. Starting 
another, new project for major change would, likely as 
not, only be met with collective disbelief.

It is in this context that the Operations & IT 
Banking management team decided to approach 
things differently. At the time, appropriate levels of 
performance still were not being reached. A majority 
of the internal and external clients still did not feel 
satisfied with the delivered service levels. On top 
of this, the division’s employee engagement and 
satisfaction scores were behind other ING divisions. 
Change was a prerequisite for further development 
and indeed a total transformation.

The First Encounter  
– Trust And Confidence
Learning from earlier attempts, Steve van Wyk and 
his management team knew their path to success 
needed to be different. Real change could be 
accomplished early on, they thought, by winning 
the hearts, souls, and minds of all the employees 
involved. Saul van Beurden, in charge of the change 
program, began by talking with all people involved 
and asking them to find out what the real problem 
behind the performance drop was. Most people 
didn’t really react in the first instance, mainly 
because they had seen several managers trying to 
change the situation in the recent past. But, after a 
period of investment in trust, this approach started 
to pay off. It appeared that people actually longed 
for a solution in which they really could participate 

and even be the leading element. Lunch sessions 
were launched and workshops were organized on a 
regular basis to discuss the solutions suggested by 
Operation & IT Banking’s own employees. What is 
more, management understood that transparency 
and guidance were needed. People had to be told 
exactly what the planned path to change was and 
how it would be accomplished. 

If You Know Where To Go, 
You Will Find The Way
Firstly, the management had to make clear what 
the mission statement was and set the appropriate 
targets, as Saul van Beurden explains: “At the time 
we knew our end goal; we began by getting the 
basics right. We had to professionalize the end-to-
end process. The next step was to set the business 
enablers and agree on our vision, namely to provide 
our business partners with a strategic advantage 
through the efficient and effective employment of 
People, Processes and Technology. Together, we 
decided to invest several years in this transformation, 
divided into two periods. Because of changes in other 
parts of our organization, this appeared the wisest 
decision to make”.

According to Saul van Beurden, it is essential to 
start immediately with the transformation process and 
not wait for all the initial fact-finding to be finished. By 
using root cause analysis, the transformation program 
focussed on 10 main Key Performance Indicators 
(KPIs). Taskforces were installed to cope with these 
first challenges using special ‘dashboards’ as a 
means of quickly showing initial results. This helped 
with transparency and gained the desired credibility 
and accountability in order to take the next steps. As 
a result, it also helped to make sure that, at the end of 
the year, they would all be measured in the same way, 
striving for the same goals, moving together in exactly 
the same direction. Personal performance scores 
(the degree to which targets had been realized) 
were accessible to others so that they could see the 

exact state of Operations & IT Banking in change. 
Of course, it was not easy to accomplish, but it is 
this transparency that forms one of the key success 
factors of our change.

Personal Commitment And Teamwork
As soon as the performance problem was revealed 
and communicated, there was a common desire 
to do things differently and, above all, better. Saul 
van Beurden picks up the story: “In the past, too 
many plans had been started but were then stopped 
before any results were realized. It is this continuity 
in direction, the fact that we stay on the same 
track for a lasting period, that provides trust, the 
participation we get, and the energy we need. We 
know where to go”.

Saul van Beurden spent much of this time coaching 
people. According to Saul, it is imperative to listen to 
people’s suggestions and to implement them as long 
as they match the overall objectives: “As a leader, you 
have to show your vulnerability, in order to demonstrate 
your personal position in the transformation”. The 
extensive meetings with all the stakeholders delivered 
them the encouragement and the ideas and solutions 
that Operations & IT Banking sought. 

Saul showed the organization that he was there to 
help them in realizing their goals. Frequent dialogue 
proved to be one of the most important ingredients 
of success. As a result, it sometimes surprised Saul 
how fast they were going and how substantial the 
commitment of all the people involved was — much 
greater than he ever had hoped for.

As a leader, one should be the role model for the 
organization, a good example to be followed. “It’s 
all about focussing on one direction, demanding 
adequate target setting, establishing a good team, 
creating transparency, fostering communication,  
and underpinning accountability. I am continuously 
and consciously checking whether everybody is  
still connected”. 

The Net Result
Saul mentions that the results he is seeing at 
this moment are very promising. Eight out of the 
10 KPIs are on schedule and one of these has 
actually reached the target level for 2010 already. 
For example, employee engagement scores have 
increased dramatically — the largest growth in 
employee engagement ever accomplished within 
ING. And the Operations & IT Banking business 
partners are fully connected and willing to participate 
in reaching all the goals of this program.

The most appealing result of Saul’s approach is 
that he managed to change the mindset and attitude 
of nearly everybody involved; from a frustrated 
and change-averse collection of individuals into an 
involved and committed group, willing and able to 
strive for recognizable goals together. 

Saul sums up his approach neatly: “Managing 
a transformation as we are doing now requires 
a lot of hard work in order to gain credibility and 
accountability. It requires long talks, hard thinking, 
intelligent stakeholder management, and authenticity. 
It’s a large and intensive program that affects not 
only 14,000 employees, but also all of our business 
partners within the ING organization, and, in the end, 
the success of the whole group”. 

We will closely follow this significant approach that 
shows us that people are the vehicles of success 
within an organization. When you understand that, 
they will too.
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Changing organizations, 
changing market places
An agile organization is able to quickly adapt to 
changing circumstances; it is ready to change 
tactics or direction quickly. A recent McKinsey survey 
showed that nine out of 10 executives believe that 
agility is important to business performance, and it is 
increasingly moving up the boardroom agenda. 

Competing today requires a new business model 
– the model of the agile organization – which, like 
profitability, has become an essential survival factor. 
Those organizations that do not foster this ability will 
lose out to competition. 

Equipping an organization and 
individuals for change
An agile organization will not evolve by chance. A 
change of this nature needs to be actively managed 
at both the organizational and individual level. Change 
management – the process of supporting and 
equipping people to achieve a fundamental shift in 
their thinking, beliefs, and behaviors – is the only way 
that such a cultural shift will occur.

Yet, there is a conflict. Though many will respond 
positively, at some point in time most people will show 
some resistance. There is also an ever-growing ‘change 
weariness’, particularly within middle management, as 
employees suffer from the ‘been there, done that, seen 
it all before’ syndrome that affects their perception of 
further changes down the line.

The answer? Actively manage the cycle of 
change at both an organizational and individual 
level, supporting people through the anticipated 
phases of denial, anger, resistance, bargaining 
– sometimes even depression – through to 
exploration and commitment. 

Start by understanding why the business needs 
to change. An obvious question, but many people 
have difficulty articulating an answer. If you can’t 

describe ‘What’s in it for me?’ to an individual who is 
about to change their role – who will have to work in a 
different way after 20 years of habit-forming practices, 
or perhaps even lose their job – then you need to 
go back to basics and understand the impact of the 
change on the different stakeholder groups. 

Once the endgame is clear, delve into the 
organization itself to determine how ready it may be 
for the change. How has it managed change in the 

past? What is its history of change? What mistakes 
were made? Looking forward, how do people want to 
be engaged? By asking these questions, you gauge 
the current culture of the organization, allowing you 
to tailor the approach to the specific environment in 
which you are working.

Equipping individuals and 
aligning strategy
Ultimately, the key to successful change boils down 
to how well the leadership team understands and 
communicates the ways in which each individual 
within the business will be impacted by the change 
and how these people are engaged and involved 
throughout. Only by recognizing this and acting on it 
can you gain employee buy-in and offer employees 
support throughout the change. It is critical to invest 
time with the people who will actually influence the 
change, as successfully bringing them onboard 
can be the difference between mere temporary 
compliance and the fundamental shift in attitudes and 
behaviors needed to develop lasting agility.

Motivating people and instilling a sense of 
purpose is core to developing an agile organization; 
empowering people to make decisions and 
helping to provide the ongoing energy needed to 
remain agile. It is not enough for the leadership 
team to be agile; they need to take the rest of the 
organization with them. Leading by example, driving 
down accountability and fulfilling promises and 
commitments made are not only good management 
principles but core to fostering agility.

How Atos Origin Spain has put into 
practice this change management 
approach to implement and sustain an 
internal cultural transformation 

Background
Atos Origin Iberia, an IT services provider with more 
than 6,000 employees, wanted to understand why 
there was a clear difference between the anticipated 
benefits of many projects and the final results.

It realized that, among other things, there was an 
important lack of direct control during the delivery 
phase that would allow it to identify risks and 
deviations from the project plan at an early stage.  

If it could have all its project leaders closely tracking 
deviations and risks, appropriate actions could 
be taken immediately to safeguard the expected 
productivity and profitability.

Having discovered one of the key causes of the 
problem, Atos Origin Iberia needed to implement 

the solution quickly: it 
engaged us, the People 
& Change group of Atos 
Consulting Spain, to help 
deploy it throughout the 
whole organization. 

The size of Atos 
Origin Iberia (6,000 
employees) and the 

number of project leaders (more than 1,000!) made it 
a big challenge. It was important to somehow make 
all these people both more aware of their importance 
for the company in relation to this particular issue and 
more risk-sensitive; something which meant a deep 
cultural change.

Following the change deployment methodology 
explained previously, we began by understanding the 
reasons behind the change. We worked closely with 
the change leaders to learn and share their vision, 
and to ensure that all parties had a clear picture of 
what we wanted to achieve.

Then we had to define a deployment plan, including 
a communications plan, training plan and the setting 
up of a ‘change network’ (which mapped the different 
roles and people needed to lead the change and 
spread it throughout the whole organization).

Short Interval Scheduling (SIS), a new control 
process to ensure project delivery, was implemented. 
This working methodology recommends maintaining 
effective team meetings (20-30 minutes) on a Developing and fostering an

Agile organization

“Change management is the process of supporting and 
equipping people to actively change.”

“Though change is 90% about the people, organizations have 
a tendency to underestimate the people aspects of change 
management and the investment and resources needed.”

Change management Methodology Atos Origin Iberia case

Case for change •	 No correspondence between 
expected project benefits and 
real benefits

•	 Risk of big loss if a quick 
solution is not found

Future situation •	 Strict project tracking process 
by every project leader in  
Atos Origin Iberia

Change leadership •	 �Sponsor: Operations General 
Manager

•	 �Advocates: Division 
managers

•	 Change agents: coachers

Communications •	 Division kick-offs
•	 Division reports
•	 Global reports

Training and people development •	 Personal coaching sessions
•	 Collective training sessions in 

‘people management’

Business alignment •	 Continuous observation of 
project deviations

•	 Identification of the need for 
tools and specific training

Monitoring change •	 Tracking: opened/closed 
divisions , coached PLs, 
monitored tracking meetings, 
PLs attending to ‘people 
management’ training… 

Figure 1:
Change management methodology

An agile organization won’t just happen on its own, and equipping your staff 
with the tools of change is just half the battle. Discover how to fully 
maximize business transformation and the opportunities it affords.
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regular basis between 
the project leader and 
his/her team. The 
main objectives in 
these weekly progress 
meetings were:
•	 Reviewing the work 

done in the past 
week, identifying 
delays and their 
possible causes, as 
well as actions to 
remedy any problems

•	 Assigning tasks 
to everybody in 
the team for the 
following week, so 
that everybody knew 
exactly what they had 
to do and the time 
they had to do it. (Note, this is not done unilaterally 
by the project leader but with the commitment of 
each of the team members)

•	 Identifying possible risks and registering them 
in a newly developed tool, where they could be 
qualified and quantified, and appropriate actions 
could be proposed

•	 Creating a sense of belonging, both to the team 
and the company, by helping to balance the 
workload among the team members and involving 
people in the process of planning, asking them to 
share their difficulties and successes.

Though it appears simple, this methodology was not 
easy to implement, both because of the number of 
people involved (more than 1,000, as we mentioned 
before) and because many of the project leaders were 
experienced people with firmly-held beliefs about how 
to manage both projects and teams.

A traditional solution would have been to send 
project leaders to unilateral training sessions. But 
the organization wanted to guide the project leaders 
through the change without making them feeling 
audited, keeping close contact with them and 
demonstrating by example the practices and behaviors 
Atos Origin wanted to see in its project leaders. 

Proposed solution and methodology
Bearing all these drivers in mind, we tried to think 
differently and determined that the best solution was 
to provide ‘training on the job’: observing real weekly 
progress meetings (the ones the SIS methodology 
recommends) and providing coaching to the project 
leader immediately afterwards.

From there, a lot of work was needed to create 

a deployment methodology that could be followed 
systematically throughout the company, division by 
division, and build a network of people to execute it 
– the change network. 

The deployment methodology began (as you can 
see in figure 2), with a formal presentation to each 
division. This included a kick-off meeting in which 
we presented the SIS methodology to the managers 
of project leaders, so they could understand the 
principles and provide the names of selected project 
leaders to receive the coaching sessions.

Then, for every project leader selected, we 
provided three consecutive coaching sessions, after 
which they were left on their own for six weeks. We 
then came back to provide a last ‘brush-up’ coaching 
session to check if the SIS methodology was still 
being followed by the project leader and to ask them 
for feedback based on their experiences to date.

To maintain active leadership involvement, we 
presented back results at division management level at 
the end of both phases and provided recommendations 
to help ensure the methodology prevailed within their 
organization. For example, we provided names of 
coached project leaders that could keep on with the 
process of coaching the rest of project leaders inside 
the division. The whole process in a division took a 
minimum of 14 weeks in the best of the cases.

The executors of this deployment methodology 
were the coachers, our change agents. We had 
selected a small group of experienced project 
leaders, belonging to different divisions, and trained 
them in the SIS methodology. 

Another important challenge was how to 
homogenize the process of coaching, to guarantee 
that it would not depend on the assigned coacher.  

In order to help achieve 
this, we developed a 
tool: called the checklist. 
This was an Excel-based 
spreadsheet containing 
all the main points for the 
coacher to check during 
the progress meetings.

This checklist 
guaranteed that every 
coacher could monitor  
the same aspects of  
the meeting. 

The checklist was 
filled in and sent by the 
coacher to the project 
leader by email in the 
24 hours following a 
meeting. In that way, 
the project leader could 
see the ratings for every 
check point and the 
enhancement areas 
identified for the next 
coaching session. At 
the end of the coaching 
process, the project 
leader could, at a glance, 
get an overview of the 
development he/she  
had experienced.

The coaching session itself consisted of observing 
the progress meeting, after which the team left and 
the project leader stayed alone with the coacher (see 
figure 3). Then the coacher provided feedback to the 
project leader for no more than 10 minutes, following 
the checklist and providing recommendations about 
task assignment, risk identification, and people 
management. The coacher also provided the project 
leader with some tools which could help him/her 
follow the SIS methodology (task assignment 
template, risk log template, etc). 

These coaching sessions were also used by 
the company to discover what usage the project 
leaders made of some corporate tools for project 
management and to detect training needs, both in 
people and project management.

To encourage involvement and commitment, 
we also provided (within the initiative framework), a 
training session about people management to 20% 
of coached project leaders. The main contents were, 
effective team management, individual leadership, 
conflict management, and motivation. 

At the end of this training session, a personal action 
plan was defined for each of the attending project 
leaders. Six weeks later, they all met with the trainer to 
share their experiences in trying to execute this plan.

Change deployment management
Managing this deployment was certainly complex. 
During nine months, we worked with several divisions 
in parallel, with a dynamic team of coachers, entering 
and leaving, who were trained also on the job.

We also practiced what we preached, holding 
weekly meetings to closely track our progress.

Having coachers from different divisions in the 
deployment team working throughout the different 
divisions in the company was enriching for everybody 
(coachers and project leaders) and for the project 
itself. We all learned about the differences in culture, 
in ways of working, in types of projects and we 

incorporated this knowledge to the SIS methodology, 
adapting it to the different challenges and including 
best practices from all areas.

The initiative and the selected deployment 
process have both contributed to empowering the 
Project Leader role inside the company. Project 
Leaders now recognize their importance to the 
company, feel the responsibility of making the 
company profitable, and feel responsible for the 
people in their teams.

 
Facts, figures, results and benefits obtained
The project was delivered between November 2007 
and June 2008.

“Providing coaching assistance directly in team 
meetings allowed us to communicate the new 
project control process to more than 900 team 
members, helping to educate them in the right skills 
and behaviors.”

Change agents (coachers) results:
•	 25 change agents from various divisions acted as 

coachers for the project leaders 
•	 210 project leaders trained on the job
•	 800 meetings monitored
•	 900 team members involved

As result of this change process more than 350 
projects are now holding tracking meetings on a 
regular basis and registering their risks in the assigned 
tool. This has had an impact in project controlling and 
deviations have been reduced by 5%. 

Furthermore, project leaders in Atos Origin 
have developed their people management skills, 
helping to achieve team commitment, improving the 
communication between the team members and the 
company and minimizing conflicts with teams. All of 
this has contributed to a more comfortable working 
environment and sense of belonging to a team that is 
working together towards a common goal.

Figure 2:
Deployment methodology

Figure 3:
Coaching session
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Formalism in the 
tasks assignment

“The problem with communication is always the same: 
there is no formal agreement achieved during the 
meetings and anyone can interpret from it what they 
want. Having the task assignment written down helps to 
clarify the team members’ responsibility.”

Better control and 
efficiency

“Identifying, writing down, and assigning the pending 
tasks to each team member during our team meeting 
helps to identify idle capacity within the team.”

Control deviations “On many occasions, we have project deviations due 
to small but repetitive problems. Reviewing these small 
problems once a week helps to prevent them and 
reduces project deviations.”

Create a routine for 
the team 

“Routine task assignment and subsequent review helps 
my team to work in a more orderly fashion – especially 
those with less experience.”

Team commitment “Defining and setting up the required efforts for every task 
with the team helps me to build commitment in the team.” 

Team building “Until now, I worked with every team member in an 
isolated way. Having a weekly team meeting and working 
together is very useful, helping to leverage the team’s 
knowledge and to share our experiences.” 

“Reaching an agreement on common goals and sharing 
problems with the team members helps to strengthen 
the team and align our efforts.”

Isabel Rodriguez
Isabel is a Managing Consultant in 
Atos Consulting Spain, accountable 
for the Change Management service 
line. She also holds an active 
position in the People & Change 
Center of Excellence, involved 
in Change Management line 
development and Human Resources 
services. Previously, she spent 
two years at EADS. Isabel holds an 
Executive MBA from IE (Madrid) and 
an Industrial Engineering degree 
from UPM (Madrid).

Gonzalo Carrillo
Gonzalo is an Executive Director in 
Atos Consulting Spain, responsible 
for the People & Change Leadership 
service line. He has 11 years’ business 
and consulting experience in strategy, 
change management, and people and 
organizational development. He holds 
an Industrial Engineering degree 
from UCIII (Madrid).

Kirsty Thornton
Kirsty is a Principal Consultant at Atos 
Consulting UK, with 12 years’ business 
and consulting experience in change 
management, people development, 
and strategy implementation in the 
technology, utilities, pharmaceutical, 
and media industries. She is a 
Chartered Organizational Psychologist 
who has worked in Europe, the US, 
Asia, and Australia.

Figure 4:
Testimonies from project leaders
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I n the midst of all the changes happening in the 
world today, major issues that stand out are 
rapid technological developments, globalization, 

and changing human standards. Organizations 
that want to survive in this rapidly changing world 
need to innovate. You can think of innovation of 
products, services, distribution channels, business 
processes, and IT. Companies need to look hard 
for constant innovation to continuously adapt to 
changing economic orders and market structures. 
This innovation-driven company adaptation is 
how we define business transformation. Business 
transformation can take place for a single process 
within an organization, within a business department 
or across the company as a whole.

The next question is how to accomplish business 
transformation. Casting an experienced eye over the 
organizations that realized ambitious transformations, 
and looking at the context factors that attract the 
greatest interest, we see a clear change. Besides 
the attention still being paid to technological and 
process change, the human factor is attracting a lot 
more notice. This shift is seen among our clients and 
our consultants, as well as in the methods we use for 
complex business transformation processes. I believe 
this increased attention is justified. We can look on 
people as the guiding context factor. Ultimately, the 
direction in which technological and process change 
will develop depends on the value systems of the 
people concerned. 

Value systems of people are connected with the 
degree to which an organization is able and willing 
to change. If the values conflict with a process of 
ongoing change, the process may never get off the 

ground. For example, change can be impeded when 
the strong conviction “we’re the best” is the norm. 
However, a norm like “what’s good can be improved” 
or “we’re willing to discuss the current method of 
working” can provide an effective foothold for change. 
Shared values help lay the foundation for the stability 
people seek. 

Social computing — or Web 2.0 — gives us the 
opportunity to communicate, to share knowledge, 
wherever we are and at any time. Such technology 
directly influences people’s value systems and, 
therefore, the attitude and behavior of groups of 
people (e.g. an organization) — especially when they 
are involved in change processes.

None of this is meant to suggest there is any 
reason for taking a one-sided approach to business 
transformation. It is evident that governance, 
management, processes and structures will remain 
essential to any organization we can think of. So, 
recognizing the importance of values does not 
mean that it is no longer necessary to work on 
adequate performance measurements. The growing 
interest in the human factor sometimes leads to the 
misunderstanding that culture and structure are 
mutually exclusive frames of reference for anyone 
seeking a gateway to change. On the contrary, 
successful business transformation processes involve 
work on many fronts. Crucial are both a proper 
understanding of the relationship between those 
fronts and an implementation process that combines 
the right dosage and timing. Such ideas and opinions 
characterize the way we look at and deal with 
business transformation.

Innovation drives transformation, but it is also the 
other way around: without transformation, there’s 
no innovation. That is why we, as management 
consultants, are eager to help our clients with 
the implementation and realization of innovative 
ideas, strategies, business designs and IT. We are 
keen to find out how we can help our clients to 
manage complex and multidisciplinary change in an 
orchestrated and balanced way. 

View
Oscar’s

“We see business transformation 
differently to most, providing innovative 

yet proven ways to make strategic and 
organizational change happen.” Innovation drives 

transformation

Back to contents pageBack to cover page



32 View magazine December 2008 33View magazine December 2008

Notes Editorial board

www.atosconsulting.com

contact: view@atos-consulting.com 
VIEW is published by  
Atos Consulting Global Marketing,  
Da Vincilaan 5, B-1930 Zaventem / 
Brussels, Belgium. 
w: www.atosconsulting.com
e: view@atos-consulting.com 

Han van der Zee (chairman)
Han.T.M. van der Zee is an 

Executive Partner with Atos 

Consulting in the Netherlands. 

He is in charge of consulting 

engagements dealing with 

complex organizational renewal, 

IT strategy and IT management. 

He is also the Director of the 

Atos Consulting Trends Institute, 

which co-ordinates all the applied 

research and thought-leadership 

initiatives of Atos Consulting in 

the Netherlands. He is a professor 

at the Dutch Tilburg University, 

where he teaches and researches 

the impact of information 

technology on businesses and 

business transformation.

Nathalie Garcin
As Strategic Marketing Manager, 

Nathalie Garcin has more 

than 10 years’ experience in 

B2B marketing activities in 

an international environment. 

She is currently in charge of 

global marketing activities 

for Atos Origin International. 

Her responsibilities include 

defining and co-ordinating 

the implementation of global 

marketing strategies and plans 

for key solutions, sectors and 

business lines. Nathalie holds a 

Master’s degree in International 

Marketing and Trade from the 

University of Paris.

Oscar van Leeuwen
Oscar van Leeuwen is Executive 

Vice President of Atos Consulting, 

and is responsible for practices 

in the Netherlands, Belgium and 

Germany, as well as approximately 

1,000 business consultants. On 

an international level, he is also 

responsible for the business 

development of Atos Consulting.

Oscar is also professor at the 

Vrije Universiteit of Amsterdam. 

He has 22 years of experience 

in the areas of accountancy 

and consultancy in different 

roles in both profit and not-

for-profit organizations. Oscar 

has published several books 

and articles on management 

information and accounting.

Juan Carlos Díaz Martín
Having started his career at 

Europa Management Consulting 

as a specialist consultant in 

mobile and satellite-based 

networks, Juan Carlos went on 

to hold the position of Principal 

Consultant before becoming 

Director of Business Consulting 

at Sema, Schlumberger and Atos 

Origin, leading Collaboration, 

Workflow/BPM, Portals/ECM 

and Knowledge Management 

practices. Since 2006, he has 

held the position of Business 

Development Director of Atos 

Consulting Spain and presents 

at business conferences and 

academic establishments.

Raffa Elhafi
As an Executive Partner at Atos 

Consulting, Paris and head of the 

Center of Excellence Strategy 

and Innovation Leadership, 

Raffa Elhafi specializes in 

strategy design and corporate 

transformation. His experience 

covers a wide variety of industries 

with special expertise in retail 

banking. A graduate of l’Ecole 

des Hautes Etudes Commerciales 

(HEC) in Paris, Raffa also received 

an MBA from the University of 

British Columbia (UBC Vancouver) 

and of ESADE (Barcelona).

Laure Pourcin
With 18 years of experience 

in the telecoms, energy and 

transport sectors, Laure Pourcin 

is a Partner at Atos Consulting, 

France, specializing in strategy, 

marketing, distribution and 

customer management. Typical 

assignments for Laure include 

strategic design and execution, 

new business/products cases and 

launches, program management, 

organization and process 

design and optimization. Laure 

holds an MSc from both Ecole 

Polytechnique and Telecom 

ParisTech in France.

Mark Barnett
Mark is responsible for online 

strategy and web presences in 

the UK, and recently managed the 

outsourcing of site management 

to AO India. He is also responsible 

for Atos Consulting’s knowledge 

capture, content management 

processes and technologies. 

Prior to taking up this role, Mark 

was a knowledge manager in the 

Financial Services consulting 

division of KPMG Consulting. 

Vicky Oakham
Vicky is Marketing Manager 

for Atos Consulting, with 

responsibility for marketing 

strategy in the UK to promote 

solution capability and thought 

leadership to new and existing 

clients. Vicky has 10 years’ 

experience in B2B marketing for 

global corporations. Previously, 

Vicky was Marketing and Analyst 

Relations Manager at IBM.

Simon Teale
Simon leads the Strategy and 

Business Transformation Practice 

for Asia Pacific. He has 22 

years’ experience in industry 

and consulting. He is also a 

senior management advisor and 

has led work in the chemicals, 

automotive, financial services 

and defense industries and 

advised government agencies on 

commercial operations.

Monique Bulthuis
Monique is Principal Consultant 

with Atos Consulting Netherlands 

and Unit Manager specializing 

in sales, marketing and service 

engagements. She has more 

than 12 years’ experience of 

developing and implementing 

international customer 

management strategies.

Chief Editor: Han van der Zee 
Editorial Board: See above
Editorial Production,  
Design & Production:  
The Marketing Practice 
www.themarketingpractice.com

VIEW is printed on paper produced 
with 55 percent recycled fibre 
from both pre-consumer and post-
consumer sources, together with 
45 percent virgin ECF fibre from 
sustainable forests.

No part of this publication may be 
reproduced, copied or transmitted 
in any form or by any means or 
stored in any information storage 
or retrieval system without the 
publisher’s written permission.

2008© Atos Origin

Back to contents pageBack to cover page

www.atosconsulting.com
www.themarketingpractice.com


34 View magazine December 2008

Section | sub header

ATOS CONSULTING 

Our office in Belgium:
Da Vincilaan 5
B-1930 Zaventem
Belgium
Tel: + 32 2 712 37 77
www.atosconsulting.com

Our office in Asia Pacific:
5th Floor, Lido Commercial Center
Jichang Road 
Beijing 100004
People’s Republic of China
Tel: + 86 10 6437 6668
www.atosconsulting.com

Our office in France:
6/8 Boulevard Haussmann
75441 Paris Cedex 09 
France
Tel: + 33 1 73 03 20 00
www.atos-consulting.com

Our office in Germany: 
Theodor-Althoff-Str. 47
45133 Essen
Germany
Tel: + 49 201 4305 9095
www.atosorigin.de/consulting

Our office in the Netherlands: 
Papendorpseweg 93
3528 BJ Utrecht 
The Netherlands 
Tel: + 31 88 265 88 88
www.atosconsulting.nl

Our office in Spain: 
C/Albarracín, 27
28037 Madrid 
Spain
Tel: + 34 91 214 95 00
www.es.atosconsulting.com

Our office in the UK:
4 Triton Square 
Regent’s Place
London 
NW1 3HG 
United Kingdom 
Tel: + 44 20 7830 1944
www.atosconsulting.co.uk 

www.atosconsulting.comAtos, Atos and fish symbol, Atos Origin and fish symbol, Atos Consulting, and the fish 
symbol itself are registered trademarks of Atos Origin SA. December 2008

About Atos Origin
Atos Origin is an international information technology services company. Its 
business is turning client vision into results through the application of consulting, 
systems integration and managed operations. The company’s annual revenues 
are EUR 5,8 billion and it employs over 50,000 people in 40 countries. Atos Origin 
is the Worldwide Information Technology Partner for the Olympic Games and has 
a client base of international blue-chip companies across all sectors. Atos Origin 
is quoted on the Paris Eurolist Market and trades as Atos Origin, Atos Worldline 
and Atos Consulting. For more information, please visit the company’s web site at 
http://www.atosorigin.com

About Atos Consulting 
Atos Consulting, the global consulting practice of Atos Origin, is a leading provider 
of business, process and technology consulting services. With more than 2,500 
staff globally, it focuses on delivering proven, pragmatic solutions to the telecom, 
manufacturing, financial services and public sectors.

Back to contents page

www.atosconsulting.com
www.atosconsulting.com
www.atos-consulting.com
www.atosorigin.de/consulting
www.atosconsulting.nl
www.es.atosconsulting.com
www.atosconsulting.co.uk
www.atosconsulting.com



