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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:
e should be acted on immediately (the burning
issues), versus
e those that can wait a while to be handled (the
maturing issues), versus
e the ones that can rest for some time (the
emerging issues).
A STEP analysis can deliver different results for
different sectors or industries?, 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
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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:

e |tis impossible to expand forever into a finite space

e |tisimpossible to take forever from a finite resource  Figure 4:
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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.
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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.

Figure 5:

Continuous realignment of
processes, management, people and
technology throughout the business
transformation journey
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LEADERSHIP

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.

Saul van Beurden
Since January 2003,
Saul has been Head of
the OIB transformation
program at ING within
Operations & IT
Banking. This division
has a headcount of
14,000 employees

and provides global
support to ING’s retail
and wholesale banking
activities. Before joining
ING, Saul worked as

a Senior Manager at
Nolan Norton & Co,
managing consultancy
engagements in the
financial sector.
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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.

I NG is a large, global financial services company

SETTING THE SCENE
Some years ago, almost everyone within ING knew
one way or another that ING’s Operations & IT
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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, Retalil
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.
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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
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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. | 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 KPlIs 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.

Monique Bulthuis
For a full biography, please see
page 33.

Robert Scherder

Robert Scherder is a Principal
Consultant at Atos Consulting
Netherlands. He is responsible for
the European Center of Excellence
People & Change Leadership and
leads the Financial Services team
within the Netherlands. He is the
founder and initiator of the Human
Resources Society for Smaller
Banks, in co-operation with the
Dutch Banking Association. Robert
developed the entrepreneurial

HR approach and is one of the
architects of the CHO philosophy.
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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.

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.

20

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.

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

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
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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.

“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.”

FEATURE | DEVELOPING AND FOSTERING AN AGILE ORGANIZATION

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 loeria (6,000

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.

VIEW MAGAZINE DECEMBER 2008

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 — gigure 1.

effective team meetings (20-30 minutes) on a >>  Change management methodology
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

¢ |dentification 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. ..
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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

Phase I: Awareness and development

S

to participate in

Project
presentation
to each division
(kick-off)

election of PLs
the initiative

ENTRANCE INTO
DIVISION

PL coaching .
(I Planning and Phase | results 0 :;?Iﬁ?r:;%n .
i resentation :
task assignment) p! : task assignment)
Trainers
m identification 5 5
PL training Joint session PL /
(IIl. Team Transference share practices (1.
management and to division Team management
motivation) and motivation)
WORK INSIDE THE LEAVE FROM WORK INSIDE THE
DIVISION DIVISION DIVISION

ERENERFRENseEss
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Phase Il: Monitoring and transfer

PML ‘brush-up’

Phase Il results
presentation

Transference
to division

CLOSURE OF
DIVISION

Change assimilation period
inside the division
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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

Formalism in the
tasks assignment

Better control and
efficiency

Control deviations

Create a routine for
the team

Team commitment
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“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.”

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

“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.”

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

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

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)

¢ ldentifying 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.

000 Prject

Project : i Coacher
Leader : “‘ : (observes
H : insilence)

: i N\ N
ollllle e , o-Je >
: : Coacher

Provides

feedback Ratings &

enhancement areas

Coacher

PROGRESS MEETING

COACHING SESSION

COACHING RESULTS

_

22

VIEW MAGAZINE DECEMBER 2008

Figure 2:

Deployment methodology
Project
Leader

Figure 3:

Coaching session

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.

Team building

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
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“Until now, | 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.”

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:

e 25 change agents from various divisions acted as
coachers for the project leaders

e 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 4:
Testimonies from project leaders
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