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Today's business leaders are confronted with numerous exis-
tential challenges, of which digital transformation is among
the most pressing to leverage on the chances and stay com-
petitive. This paper is designed to support CEOs, COOs,
ClOs, and decision makers with best practices and thought

leadership to create and implement digital transformation.

In the digital landscape, it is easy to get lost in the nuances
between digitization, which involves the conversion of ana-
log data into digital formats, and digitalization, which repre-
sents the broader integration of digital technologies into
existing processes; while digital transformation is the pro-
found, strategic shift in business models and operations
to leverage digital capabilities for innovation and growth.
Leaders and organizations are often missing out on
the latter aspect - the holistic transformative approach
- and just focus on technology. Accordingly, trans-
formation is thus commonly tackled from the IT per-

spective, instead of business-wide and from the top.

Strategically however, transformation should spark from an
ambitious digital vision that is well thought through and starts
from the customer’s perspective. This leads to a more modern
outward-facing positioning of the company and the ability to
organize its business functions across the value chain. Such
a vision also motivates people internally to work towards a
common target. This inner approval and company-wide com-
mitment is needed for change and modernization. Own co-
creation and agile implementation in a cross-divisional and
step-by-step manner are essential while acting fully transpa-
rent along all objectives and key results. The result is an intert-
wined approach that is aligned with all business functions and
brings clarity about decisions in a company’s complex environ-

ment and to everyone involved in steering towards the future.

Achieving success in the transformative process requi-
res an all-encompassing 360° design of the organiza-
tion. This design idea can be segmented into five es-
sential dimensions that pave the way for making digital

transformation easy and more likely to succeed: A modern

business model, functional organization, collaborative cul-

ture, seamless processes, and then scalable technology.

In the following, first the challenges and pitfalls in digital trans-
formation that hinder progress and success are reflected
and explained. Second, a strategic solution design to overco-
me the common mistakes is presented. And third, concrete
ideas, operational measures and best practices for success-

ful implementation of digital transformation are illustrated.

1 | The Challenges of Digital Transformation:

Understanding the Reasons for Frequent Failures

In today's rapidly evolving digital landscape where customer
expectations and market dynamics are constantly shifting, the-
re is no question on whether to do digital transformation or
not. It is imperative for organizations to embark on a transfor-
mative journey to remain competitive. This requires busines-
ses to constantly stay up to date with emerging technology for
business innovations, effectively managing and analyzing new
data, and ensuring adaptability. In the practical realization of
transformation, companies are often confronted with a scatte-
red environment lacking strategic direction in the jungle of silos
with inefficient communication, collaboration, and coordinati-
on between different hierarchy levels and departments which
slows adaptability and transformation. Unless building on
transparency about management-relevant data, effective and
unambiguous data, data-driven decisions and decentralized de-

cision-making it is difficult to transform (regarding those topics

also read our Whitepaper on the principles of a fast execution).
When not approaching all these challenges, businesses
risk falling behind and disappearing from the market. The
digital transformation is no longer optional but has be-

come compulsory, so everyone feels pressured to adapt.

Yet, despite this obvious business need, according to
Deloitte, 70% of transformative actions fail." To bet-
ter understand this high failure rate, we must take a clo-
ser look at the underlying challenges. In general, ty-

pical digital transformation initiatives exhibit, among

' Clayton-Ball, et al. (2020): Digital Transformation - Are people still our greatest asset?


https://cmdu.org/bee-core-the-principles-of-a-fast-execution/

other issues, (1) a lack of clear strategy by approaching
it like a simple IT project, (2) poor choice of technolo-
gy, (3) inadequate leadership, and (4) intra-organizatio-
nal resistance to change. They have common root causes:
(1) Mixing up the terms of digitization, digitalization and digi-
tal transformation and thus having wrong expectations and
the psychological phenomena of (2) hindsight bias and (3)
urge for action. To not mix up the different terms of digi-
tization, digitalization and digital transformation, it is ne-
cessary to differentiate between them (see Figure 1).
“Digitization is the process of changing from ana-
log to digital form, also known as digital enablement.”
“Digitalization is  the

process of using digi-

tal  technologies and information to  trans-

form individual institutional operations.”
“Digital business transformation is the process of opti-
mizing & transforming the institution’s operations, stra-
tegic directions & value proposition through deep & co-

ordinated shifts in culture, workforce and technology.”
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“The process of changing
from analog to digital form,
also known as digital en-
ablement.”

Figure 1: Digitization, Digitalization, and Digital Transformation

2 Gartner Glossary (2023): Digitization.
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Digitalization

“The process of using digital
technologies and
information to transform
individual institutional
operations.”

Digitization and Digitalization are both valuable in nume-
rous aspects of running a business, ranging from improving
access to information and the way of work to enhancing ef-
ficiency. Luckily, the technology needed to accomplish these
aspects, such as document management, knowledge ma-
nagement, or task automation, is already available and when
used effectively they deliver faster and better work quality.
The challenge, however, is to not expect more than digiti-
zation and digitalization can serve. Digitization and Digita-
lization can be approached via an IT project, but without a
clear target vision and strategy and a resulting aligned tech-
nology selection, they alone cannot provide transformation.
Only  focusing on digitization and expecting a
transformation is a common pitfall in which organizations
get trapped as it is so likely to mix up cause (technology)
and  effect  (effectiveness and  efficiency)  here.
We will explain this further using an example of the fictitious

organization “Exquisite Business Solutions Corporation (EBSC)".

At  this  organization, the management perceives
a lack in communication and collaboration
between their locations in Spain and Germany.
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Digital Transformation

“The process of optimizing
& transforming the
institution’s operations,
strategic directions & value
proposition through deep &
coordinated shifts in culture,
workforce and technology.”

Sources: Gartner, Connamix (2023)
© Dr. Julia Schreier, Alex Betz, Oct. 2023

3 Connamix (2023): Digitization, Digitalization or Digital Transformation?
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They assume the reason for these insufficient exchanges
betweentheemployeesin Spainand Germanylyingininfrequent
opportunities to talk due to the distance between the countries.
As a countermeasure they decide to introduce MS Teams since
this tool enables the employees to talk to each other easily
without having to travel and the management read from their
competitor that this is the new go-to-tool for this issue and
thus supposes a better communication and collaboration in
consequence. After a while of usage, the management however
has to discover that the expected increase in communication
and collaboration did not happen. Therefore, there seems

to be a mismatch between expectations and results.

The reason for this lies in thinking that online meetings via MS
Teams (as a digital tool) make collaboration successful. It is the
same as with cooking a delicious meal: It would be wrong to think
thatitis the expensive pot (as a cooking tool) that leads to a tasty
meal composition. These examples might seem simple, but we
already get trapped there, and it becomes a more significant
issuewhenscalesand complexityrise. Mixing up cause and effect
is so easy because often humans are not able to see the entire
process from start to finish and (wrongly) rationalize to create
sense (hindsight bias)® - in our example the hindsight bias let

us believe that the digital tool enabled seamless collaboration.

Another phenomenon that can be frequently observed is
the following: CEOs, COOs, ClOs, and decision makers are
confronted with an uncertain future. And as managers are
humans, they want to get active and start doing something.
Coming back to our EBSC example: Picking a digital tool seems
simple, so picking something - even if it is a poor choice -
brings the feeling of relief and being able to do something.
For EBSC it was a poor ERP system. As it is not embedded
in the strategic vision for the company, this is where we can
find inadequate leadership and the urge for action. The early
days of the Covid19 pandemic were a good example for this
phenomenon, too - to give you another example to relate to.
People’s reaction on rising infection numbers was to run to the
supermarkets to hoard food. The reason for such behavior is
that being able to do something (such as buying food) already

makes us feel better as we feel like being able to care for

> Kahnemann (2012): Thinking, Fast and Slow.

ourselves. Buying food therefore reduced the complexity of a
threatening virus to an understandable well-known action. This

psychological phenomenon is falling for the urge for action.

This and the changes in work resulting from using new
digital tools encounter resistance from employees as
they question the purpose of such quick and meaning
as well as strategy lacking actions. Relating back to the
Covid-19 example this was a behavior that could also
be observed during that time. People protested contact
restrictions, intervention measures and vaccination.
2 | The Solution: Designing the Digital Transformation

Holistically and Strategically

To circumvent these reasons for failure and to arrive
at a holistic design for digital transformation, first, in
this chapter we provide an overview perspective on the
necessary solution. This perspective then builds the
foundation for our transformation approach and helps

translate it into operational action in the next chapter.

The starting point for the solution is the familiar example of
EBSC introducing MS Teams to replace face-to-face meetings
in the hopes of improving collaboration because of quick
and easy possibilities for meetings across different locations
fast and easy. Yet, it is not the technology itself that creates
collaboration. It is exactly the other way around: The solution
is providing people with the meaning for collaboration
between Spain and Germany to let employees feel the need
for collaboration themselves, including the right people that

cooperate well, and enabling a smooth sequence of workflow.

As for the pot example, it is the right mixture of ingredients
and following the correct procedure and understanding for
this necessity. Withstand the hindsight bias and look for the
root causes to see these cause and effect relationships clearly
prevent from falling for wrong expectations when digitizing.
Work on these aspects and then MS Teams - or other
worldwide  collaboration.

tools scale and enable



Enduring and accepting uncertainty and thinking holistically
and strategically lets you withstand the urge for action. They
prevent from just introducing an ERP system as EBSC did whi-
le lacking strategy, leading inadequately, choosing tools poorly
and getting resistance to change: The solution is to first focus
on customer needs and to design high-quality services. The ERP
system then helps with the day-to-day operations. After having
experienced the previously mentioned challenges, EBSC deci-

ded to solve their challenges following this solution process.

In conclusion, digitizing the existing is not an end in itself. It is
not a matter of “We just need the right tool”. This would mean
falling for an easy but wrong single source of truth. The same
goes for the following single action points: “We just need bet-
ter processes” which only focuses on the process-driven view
and digitalization. “We just have to collaborate more” narrows
towards employee interaction. “We just have to run along

the value chain” and “We just have to have the one strategy

miss out on the interplay of the dimensions (see Figure 2).

The solution is to widen these narrow views to encom-

pass the holistic picture and work on digital transformation.

Coming back to the Covid19 example: Looking at the whole
picture, humans wanted to fight the virus. For that it was ne-
cessary to look at the situation as a complex challenge that
could not be grasped completely yet, because only then in-
terventions from different dimensions could be started such
as mitigation interventions, information campaigns and vac-
cine invention. And this approach has to be transferred to
the digital journey as this is also why organizations need a
broader and holistic approach and cannot only focus on one
dimension: Business is run holistically because only then va-
lue is created step by step for the customer, which then

enables a stronger market position and growth potential.

Technology opens new opportunities to focus on and develop
business further, e.g, by offering existing services online
directly to the customers or by creating new services based
on technology or interconnecting services across different
channels. These great new business prospects ask for adapting
the organization holistically first: How to design the business
model, organization, services, collaboration and processes
to benefit from today's digital capabilities? - In short, the

inclusion of the right focal points and steering toward them.

Why?

No trapping - but exceling for
succesful digital transformation

"Business Model: We just have to have THE strategy”

Vision / Steering

"Functions: We just have to run along the value chain”

Alignment

"Culture: We just have to collaborate more"

Smooth collaboration

"Processes: We just need better processes"

Seamless delivery

o2JNn paZ)OJd J39410D)

Mixed up causes and effects

"Technology: We just need the right tool"

Scale business

Figure 2: Narrow Problem View versus Holistic Solution View

© Dr. Julia Schreier, Alex Betz, Oct. 2023
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When doing that, it is not headless action (remind the grocery
buying), but following the right action and goal in total: To make
business and have a holistic look in order to not get trapped
in biases and stumbling blocks but to follow the correct
procedure towards a successful digital transformation which
offers a chance and benefit: Steering the business, aligning
it to the digital future or expanding or reinventing enables
taking advantage of opportunities that digitization offers.
Being clear about the direction and transparent information
makes the company steerable and able to prioritize to

then work on the maximum output with minimum effort.

This approach towards digital transformation is not a one-
time project but a continuous change process. This underlines
the importance of digital transformation and the need for
applying the necessary resources and steps in the right order
- as EBSC then did - changing to a forward-looking digital
transformation of the business. To stay on the course, it is
crucial to focus on the following five dimensions (see Figure
3) (to learn more from the angle of adaptiveness see our

Whitepaper on the five practices for adaptive [T governance):

1. To create a business model that leverages digitalization and
the latest technological advances to make customers, part-
ners and employees fully benefit.

Starting with the vision for the future, it is neces-

sary to fundamentally question the current busi-

ness model and find a new target picture that takes

full  advantage of today's technology opportunities.

2. To adapt the functional organization that runs its service de-
livery along the value chain.

Based on this, organizations can derive the functional or-
ganization to run the changes, projects, continuous im-
provements, and services to deliver maximum value.
3. To introduce an empowered culture that benefits from colla-
boration and knowledge across functions.

Without people who with  the

move management

it would all be nothing. It is thus necessary to set

the frame towards a collaborative culture to emp-

ower people and boost capabilities across functions.
4. To design seamless processes that provide all services end-
to-end in operational excellence.

For a focus on value for the employees to notion their ef-
ficacy it is necessary to not implement processes that
work against value creation (such as rigid control proces-
ses). There is thus a need for seamless processes that ena-
ble employees to provide operational excellence and eli-
rework, and

minating duplications, unnecessary work.

These steps imply  the necessary technology
- the technology just follows concludently and
then, the digitalization itself is just a technical task:

5. To implement the latest technology that enables, extends,
and scales up all business.
Technology is to support in doing business, e.g., to interconnect

and leverage business.

Driving Five Dimensions to Succeed Digital Transformation

Modern Business Model | to make customers, partners and employees to fully benefit from digital transformation.

Functional Organization
to run services along value chain.

Seamless Processes
to provide operational excellence.

Scalable Technology
to interconnect and leverage
business.

Collaborative Culture | to empower people and boost capabilities across functions.

Figure 3: Driving Five Dimensions to Succeed Digital Transformation

© Dr. Julia Schreier, Alex Betz, Oct. 2023
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And it can provide new opportunities for new business. And
thatis where the circle closes and organizations can restart with
building a modern business model. Without each dimension
transformation cannot work (see Figure 2). Thus, all five
dimensionsare needed. Butthenitis normal business work. And

asaresult, onthe way, organizationslearn what to be digitalized.

For very good reasons John Doerr (the inventor of
Objectives and Key Results) says: “Ideas are easy. Execution
is everything” This raises the remaining question of
how to realize the new digital business model. The

following will give a guideline through the five dimensions.

3 | The Execution: Implementing the Five Operational

Dimensions

Modern business model

A modern business model is the foundation for digital
transformation. With a focus on the customer perspective,
it creates a competitive edge to position the company
digitally. It starts with an ambitious digital vision and strategy.
This modern business model, vision and strategy includes
three directions: First, the possibility to scale up via digital
services, second, to offer these services through all channels
to all target groups across all countries and third, the potential

for simplification and efficiency via central data and systems.

A common challenge is prematurely taking new ideas off
the table with ,buts” and references to known problems.
Another one is the difficulty in switching from linear to
exponential thinking as humans are trained for linear but

not exponential thinking and thus miss out on opportunities.

To circumvent this, establish a surrounding, where it is allowed
to think utopian at first and to push aside possible barriers:
The idea is to set up and think through the maximum feasible
goal. Integrating exponential thinking into the business
model enables the transformation of envisioned utopias into
attainable realities. Particularly successful business models
found a way to scale exponentially. One example is to not only

rethink the design of existing services, but by connecting and

leveraging them as a digital platform in new target groups and
markets. To reach a wide-view vision, it is important to ignore
the current organizational structure and processes at this
stage. This innovative vision should then be viewed ,backwards”
from the customer's perspective and broken down into

business areas, target groups, markets, products and services.

At this stage in the process of digital transformation EBSC
restarted and envisioned to now include business customers
to their customer base and to their business model. To this
point, they have had only experience with and were only
serving end customers. To make this scaling possible, EBSC
made all products available and personalizable on a new

digital customer platform besides their existing local stores.

As is known from the ,Objective-Key-Result” (OKR)
method, precisely specified goals and expected results
follow. They enable leaders to identify the success of
implementing a modern business model. Furthermore,
suitable KPIs must be set up with which the newly
designed products or services can be continuously and
transparently measured in both quantitative and qualitative

terms. This allows leaders to steer in the right direction.

Functional organization

To derive optimal results from the modern business model,

it is crucial to adapt the organizational structure accordingly.

An integral part is to align the requirements of all stakehol-
ders across functions first. The requirements of the various
departments are collected transparently, contradictions and
overlaps eliminated, harmonized and optimized in view of
the new technological possibilities. This creates a completely
new service catalog and companies then get an overview of
what is being done and how. Based on the service catalog all
roles and responsibilities get clarified to avoid both friction
and overlap. Each service is done by only one center of ex-
cellence functionally company wide and each service is repre-
sented by just one face to the internal or external customer.
Qualitative and quantitative key performance indicators

are implemented to get an overview for decision-making.
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This is always a chance to relearn the old and act newly. Yet,
this poses a challenge and threat to employees since they fear
losing their power. And there is a challenge in not getting side-
tracked and just focusing on the organizational structure before

introducing new processes or launching any digital solutions.

It is thus necessary to focus specifically on employees’
perceptions. Although the new functional organizational
structure is introduced top-down in accordance with the new
target picture, it should be designed in detail together with
the employees. Initially, all relevant departments and people
are invited to cross-divisional workshops, regardless of the
hierarchical organizational structure that still formally applies. In
these workshops, the service catalog from before is refined. All
services are rigorously viewed from the customer’s perspective
andthebestformofservicedeliveryis co-created. Now, thefocus
is onthe operationalization of the business model. The business
modelisthe idea and the plan. The execution then takes place in

the implementation of the appropriate functional organization.

The key to leadership is to inspire all employees for the goal,
to put personal hierarchical considerations to one side and
to place their commitment at the service of the common
goal. Committed employees should be encouraged and
valued by being given responsibility. Instead of hierarchical
promotions, new functional roles, for example as ,product

owners”, can often be used to provide additional drive.

Following this process, this enabled EBSC to get its employees
excited about the new vision. The previous 9 silos were
organized into only 3 functionally centralized Centers of
Excellence, which now seamlessly deliver their part of the

value creation for all customers, products and locations.

Reflecting on the new functional organization, it should be
possible to delay the hierarchy and to reduce the number
of departments significantly. The success can be seen in
the fact that there is no duplication of activities and clear
responsibilities making frustrating rework a thing of the past.
As a result, the entire organizational structure functionally
follows the needs of customers, the company and

employees. This new way of seeing and working is a

great opportunity, but also a challenge for collaboration,

which  will  be examined in more detail below.

Collaborative culture

Modern collaboration and employee empowerment is the
foundation for digital transformation. Yet, the importance of
a collaborative culture is often underestimated. There has
been a lot of talk about agile management. Not all methods are
convincing. However, a practically lived agile mindset is essential
to modernize an organization. Frequently, managers may not
be inclined to delve deeply into understanding the practical
implications of a decision. It is essential to actively listen to
insights from the lower levels, receive competent feedback,
analyze and evaluate the information, then bring it back to the
managementcircle for consideration of potential consequences.
Thisapproachaimstofoster employee engagement, to welcome
new ideas, be resilient in facing challenges, and avoid the path
of least resistance. Prioritizing success and the optimal goal
is crucial. Proactively addressing and resolving disturbances,
rather than ignoring them, is key. Abstract concerns can be
tackled by at least acknowledging them, listening patiently
until everyone is heard, or creating an improved framework
to prevent issues from arising. It is important to recognize
that worries are consequences, not causes, and maintain a
constant focus and prioritization, elevating the importance

of addressing these aspects to prevent potential problems.

In addition, the employees should be viewed as experts
whose expertise should be trusted. Transparency is the
key. All tasks, the current status, and every mistake must
be shared transparently on a modern online collaboration
tool. This enables everyone to learn from faults and avoid
them. The important part is to not blame the person
who made the mistake. This leads to a learning mindset.
The challenge here is that it challenges some root business
foundations and thus the comprehension and power of people.
The challenge also lies in the capabilities of the managers. In
addition to a great deal of empathy, they also need the courage

to give employees the freedom to make their own decisions.



These are preconditions to get away from vertical silo-thinking
to smooth collaboration across functions. With fears involved,
it is necessary to focus and concentrate on using digital trans-
formation wisely and to help managers and employees crea-
te value, support them with resources and capacities and not
throw too much demand at them and not threat them with
performance pressure. The decision on the topics to work on
is also a decisive one: It is helpful for leaders, managers and
employees to see and work on something that produces pain

already, as this shows the necessity of the actions and work.

When noticing that transparency makes performance visible
and this is followed by appreciation and self-efficacy feelings,
this is motivating and to humans pulling forward themselves.
Another way to include employees’ motivation is to co-create
solutions across all relevant functions. When employees are
empowered, are given ownership and responsibility, they are
willing to spend their time, effort and enthusiasm. They are
allowed to decide all details and to make mistakes. Undesira-
ble developments must be addressed openly and corrected
with great appreciation of the attempted solution by the re-
spective employees. Employees should therefore not feel like
losers, but rather like active designers who make corrections
and are supported by their manager with trust and experience.
EBSC management did exactly that, they shared their vi-
sion of a best-in-class digital customer platform. This led
to the EBSC team feeling fully empowered to develop it
in an agile way, sharing each new feature transparent-
ly across the organization and even testing it with selec-
ted clients. The old-fashioned mustiness gave way to a mo-

dern spirit of optimism and even the works council likes it.

The efforts outlined are worth it. It often exceeds all expecta-
tions how powerful an organization becomes when a digitally
scalable strategy and a functional and collaborative way of wor-
king are successfully combined. Without any doubt, this culture

boosts modern collaboration and fosters digital transformation.

Seamless processes

Fully in line with the before mentioned smooth collaboration

and  following the new functional  organizational

structure all processes are developed further to end-
to-end workflows - along the entire value chain to
move from a scattered to a seamless service delivery.
A good way to analyze the efficiency of existing work
processes is to map all human resources against them.
Overlap of different departments doing similar tasks or

friction within the value chain will become fully transparent.

Value creation, which is often vertically fragmented into silos
according to business areas and/or regions, is best tracked
,backwards” from the product or service delivered to the
customer along the value chain back to all service areas.
In this way, all duplications in responsibilities, workflows

and systems are eliminated throughout the company.

EBSC invited representatives from all areas to analyze their
products and processes. They found ways to improve their
processes, for example in customer support. They discovered
that three areas (sales, IT and consultants) were involved
instead of the expected one touch point. EBSC strategically
prioritized customer satisfaction by implementing a two-tier
support system, meticulously defining the customer support
journey to ensure a seamless experience. Coordination among
all contributing departments is paramount, with a designated
leader overseeing communication, avoiding silos, and
promoting cross-departmental collaboration. The focus shifted
to providing the best service for both customers and the
company, disregarding internal divisions. Clear roles, accepted
responsibilities, and ongoing data-driven measurement of KPIs
replaced the previouslackof clarity. Itisimportant thatIT experts
are always involved in this optimization. During the technical
conception phase, they already clarify which data or documents
are required for the work step and which IT applications are

currently being used or will be used in the target scenario.

It is therefore better to proceed with the processes
in smaller steps that already consider all business,
organizational  and

technological  aspects. In  other

words, proceed in small steps but on a broad front.

The challenge here is that having working processes does

not enable the view for a need to change working systems.
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The reason is that humans cannot foresee the coming cri-
sis. However, that is the time where organizations should act
- to prepare. Otherwise, fully slid into the crisis already, the-
re is a problem of budget and capacity and fire-fighting mo-
dus, and this does not include a future-wide possibility view.
This is why this step is ideally taken during a transformation

triggered by the management and not by the circumstances.

The success factors of this approach are obvious: all
activities run seamlessly end-to-end along the va-
lue chain, use harmonized IT applications with unam-

biguous data and serve the modern business model.

Scalable technology

Then, obviously, the latest
ded  for

technology is  nee-
ambitious  digitalization and  automation.
Depending on the business model and the size of the com-
pany, a distinction must first be made between corporate IT
and core business IT. Corporate IT is a service organization that
provides a modern workplace for all employees as well as the
company-wide secure and scalable IT infrastructure. Ideally,
business IT is functionally integrated into the core business.
This means that it not only operates the business applications
technically, but also develops them further together with the
business departments. The foundation for this is the previous-

ly discussed agile way of working and cross-divisional culture.

The starting point is each company must design its specific data
model covering static, historic, and moving data. Data is to be
stored once and centrally, all responsibility down to each data
field should be clarified. Ideally, just one application is develo-
ped or customized to cover each service company-wide using
the same single-source-of-truth and providing a seamless and
data-driven value chain. An open platform approach should be
considered seriously offering portals and interfaces to all stake-
holders. They can benefit from direct access to the digital ‘en-
gineroom’. Of course, a scalable ITinfrastructure is needed, and
the latest tools for collaboration should be provided. Often the

'best of suite’ approach helps to prevent excessive complexity.

EBSC pursued exactly this strategy: the ERP system follo-

wed the new service catalog and was expanded into a stra-

tegic platform that supports all core business processes,
connects suppliers via modern interfaces and - most import-
antly - is directly linked to the digital, scalable customer plat-
form. Numerous previous individual solutions and all manual
workarounds were eliminated. The successful approach is
to not get trapped in the vast variety of technology options
but, as the steps before changing the perspective from a di-
gital tool to digital opportunity drivenness and thus let the

technology follow concludently from the business needs.

4 | The Essence of Digital Transformation

This paper was intended to assist CEOs, COOs, ClOs, and
decision-makers by offering best practices and thought
leadership for digital transformation. Faced with fier-
ce market and business challenges, having a clear view
and strategic view towards digital transformation is of ut-
most importance. Often, the focus solely lies on technolo-
gy and [T, neglecting the holistic transformative approach.

Yet, the path to successful digital transformation includes:

1 | Answering the question of why: Digital Transformation
is no end in itself.

It all begins with a visionary digital strategy rooted in the
customer's perspective. Digital transformation is parti-
cularly worthwhile when the business model is perfectly

enhanced to benefit from new technological opportunities.

2 | Answering the question of what: Digitalization alone
falls short.

Effective transformation requires a 360° design of the
business model, organization, culture, processes, and
technology - all seamlessly along the value chain. You must

thereforeimplementall five operationaldimensions shown.

3 | Answering the question of how: Modernization needs
inner approval.

Co-creation and agile implementation, executed in a
cross-divisional, step-by-step, and transparent manner,
are crucial in this process. Ultimately, the responsibili-
ty lies in carrying out the work and executing the digital

transformation.



Achieving success in the transformative process requires a
comprehensive organizational design. In a nutshell, digital
transformation becomes straightforward and effective when
focusing and executing on five core dimensions: a modern
business model, a functional organization, a collaborative

culture, seamless processes, and scalable technology.
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Interested in Reading
More About BeeCore?

Read our whitepaper “Holistic Management | Effective Steering |

Fast Execution” about the principles for enabling fast execution.

In the past, we have repeatedly experienced periods of high
volatility. These movements describe a change in the speed of
environmental changes and a turn in the direction of market
development. It is possible to win in these turns. In order to win, a fully

coordinated plan is needed, as well as the fast execution of such a plan.

BeeCore makes it possible to create and communicate a
fully coordinated plan and its fast execution. To achieve
this, BeeCore defines procedures for holistic management,

practices for effective steering, and principles for fast execution.

This paper elaborates on the principles of a fast execution.

e Download the Whitepaper here

Bee360 is your partner for holistic management.
We stand with you in your transformation journey and deliver the right software for
an effective execution. We deliver step by step to the desired maturity degree.
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