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1. Introduction

The combined impact of global competition and persistently rising customer expectations is
motivating companies to plan and execute transformational change. Incremental improvement,
while still necessary, is simply insufficient in the current economic climate. Focusing on customer
experience is increasingly becoming recognized as “table stakes” for successful business transfor-
mation and firms are beginning to see the value of viewing the business from the “outside-in”
or the customers point of view. While digital transformation has the potential to reshape the way
business is done, cross departmental collaboration is equally essential for customer value cre-
ation as attempting business transformation in the context of a traditional view of business is pro-
gressively becoming more difficult. People from different functional areas need to work together
to create value for customers - and the role of cross functional teams is assuming growing impor-
tance as the pace of change accelerates. Adaptability and the effective deployment of remote
workers is becoming the norm - as work becomes more and more project based - via collaboration
in teams.

Often companies talk about transformation when they redesign a minor element of their business.
However, let’s understand that if the company does not place a significant emphasis on creating
more value for customers - it’s really not business transformation. Noris it truly transformational
if the initiative is just the application of new technology to produce a minor change to the cur-
rent business model or if the effort is only focused on cost reduction.

As Figure 1illustrates, business transformation is best built on a solid foundation of viewing the
business from the “outside-in” and then the combination of a process based view and enabling
information technology is central to creating value. Collaboration is the glue that is needed for suc-
cess with business transformation. The key pointis this: successful business transformation accom-
plishes several objectives simultaneously. It drives major change at the enterprise level, creates
more value for customers, potentially challenges the current business model, and creates value
through a collaborative process perspective and the deployment of information technology.

Successful Business
Transformation

Collaboration

Process
Based View

Technology

Outside-in View

Figure 1. Collaboration is key for Successful Business Transformation.
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2. Viewing the Business from the Outside-In

Arelentless focus on customer experience has become the so called “sine qua non” - or an essential
condition for successful business transformation. The perspective of viewing the business from
the outside-in, i.e. from the customer’s point of view, shifts the focus from a traditional view to
more of a customer centric view - and that enables business transformation. Given that it costs
much more to acquire a new customer than to retain an existing one, this “outside-in” perspective
isinstrumental to improving customer retention. Companies now realize that while modeling
selected customer touchpoints is a good start - as it represents a snapshot of customer experience -
the bigger and more dynamic perspective is that of the customer’s end-to-end journey. A cus-
tomer journey map is NOT built from the company’s perspective - nor is it about your organization’s
internal business processes or procedures. Instead, a customer journey map has to be built from
an “outside-in” perspective - using the terms and expressions a customer would use. When well
done, this map sets the organization up for success in radically changing its business practices
in two key areas: performance measurement and process redesign. Customers care mostly about
value for money and the timeliness and quality of services they receive - and that is something
many organizations simply do not measure well. The minimum acceptable set of customer facing
metrics typically include perfect order delivery, variance to promise, and first-time right responses
toinquiries. Focus on the customer’s total experience, delivering personalized service and providing
customers with more self-service options are other important components of becoming easy to
do business with. The focus on customer experience is quite different from Customer Relationship
Management (CRM), which is typically developed only from the organization’s point of view and
examines key touch points with customers with the primary intent of capturing customer infor-
mation for revenue generation. A focus on just CRM is not enough in today’s business environ-
ment for customer value creation and certainly not for business transformation.

3. Tearing Down Silos

As organizations invest more energy in understanding customer experience, leaders realize the
negative impact of departmental silos on business performance. Indeed, departmental silo behavior
isarguably the largest obstacle to success with both customer experience improvement and
business transformation. Far too many organizations lack a blueprint for breaking down these
silos - and yet this is especially essential when an organization is intent on business transfor-
mation. The self-assessment questionnaire below may give you some insight on the extent of silo
behaviorin your own company.

In general, do you find that the departments or groups in your organization
behave more like competitors than collaborators?

Do your executives and managers generally view the business with a functional bias?

Is there a lack of balance between traditional financial metrics of performance and
the non-financial measures of what’s important to customers?

Are your leaders more concerned about reporting relationships and authority than
on the flow of work to create value for customers?

Is your firm suffering from too many disconnected projects or initiative overload?

Are your IT applications in silos along departmental lines?
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Do reporting relationships tend to dominate the thinking of your leadership team -
(as opposed to a value creation view of the business)?

Do leaders insist that even minor cross-departmental issues be elevated for
their review?

If your answer was a resounding “yes” to two or more of the above questions - you may be facing
significant challenges due to silos. As each group or department is focused on its own primary
objectives, silos encourage behaviors that are beneficial to the participants of the group in question,
butare notin the best interests of the organization. Silos typically evolve due to cultural, linguis-
tic,and information system factors. Silos stifle both cross group communication and collaboration
and thisimpedes major change. That’s why silo behavior is so dangerous. The essence of silo bust-
ing is to be found in companywide goal alignment with a focus on customer experience, cross-func-
tional process improvement, and cross-group, cross-regional collaboration. Viewing the business
from the “outside-in” can become a powerful catalyst simply because this outside-in perspective
allows various stakeholders to view the end-to-end flow of work in the correct context.

4. Redesign End to End Processes

True value for customers is created via the flow of work that crosses departmental boundaries.
Yet, many organizations are managed principally according to a traditional view where plans, bud-
getsand even rewards are developed in a departmental context. This mindset leads organizations

to focus on small processes within departmental boundaries (simply because it is easier) - and that
isinsufficient for successful transformation. A focus on the significant end-to-end business pro-
cesses is needed for business transformation as this emphasizes value creation and also contrib-
utes to tearing down departmental silos.

In 2003, I described business process management (BPM) as a deliberate, collaborative and increas-
ingly technology-aided focus on the definition, improvement and management of a firm’s end-
to-end enterprise business processes. Not just the definition or modeling of a business process.
Not just process improvement. Not just the monitoring or management of business processes.
But - all three of these - in parallel and on a continuing basis.

The end to end process view will yield benefits in terms of performance measurement too. Estimat-
ing current process performance requires a balance between the traditional metrics, such as vol-
ume and cost, and other metrics that matter more to customers, such as quality and timeliness.
Since no one department - by itself - can determine the level of process performance - BPM is a
“team sport” as people from different functional areas work together to create value for customers.
Further, when success is realized in compressing process cycle time, then the cost of operations

is automatically reduced - and those cost reductions can be amplified when the process context
pinpoints prime areas to apply new information technology tools such as robotic process auto-
mation (RPA) for rapid results. When BPM is deployed according to a customer centric view and
integrated with technology, it can fuel business transformation.

5. Technology

Enabling information technology is needed for significant success with process redesign. New tech-
nology is now making it easier for managers to work together on platforms for collaborative pro-
cess design. Modern workflow tools, business rules management, document management, portals
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and other user interface (Ul), performance management dashboards, and simulation all have a
role in successful business transformation. Business process models reveal the way in which work
is done and form the basis for candid discussion, introspection, and innovation.

Social, mobile, analytics, and cloud technologies (sometimes referred to as “SMAC”) are used more
and more to improve business performance. Evolving technologies such as artificial intelligence
(Al), cognitive computing, and robotic process automation (RPA) have significant potential to make
even greater contributions to a process based view of performance. RPA offers the potential to
harvest low hanging fruit asitis relatively quick and inexpensive to deploy and simply automates
what humans do. This means that in the majority of cases, negligible process redesign is involved.
Forexample, if a financial advisor needs to log into three different systems to onboard a customer
then the RPA software robot (or “bot”) will do the same thing - except much faster, cheaperand
with fewer errors. Even greater benefits may be realized when RPA becomes integrated with BPM.

How do you know when you are making progress in implementing enabling technologies? Answer-
ing these five questions could provide you with insight on your progress:

1. People begin to talk as much about creating value for customers through IT enablers as
they do about applications.

IT people talk increasingly in business terms about customer retention and loyalty.

Thereisastronger alignment between business priorities and the IT project list.

N

Greater data visibility and transparency due to enabling IT systems is celebrated.
5. TheIT-business divideis no longer a topic of conversation.

Therole of technology also enables cross departmental collaboration as people from different func-
tional areas work together with new tools to create value for customers. In this context, success-
ful organizations will find that adaptability and the role of remote workers will gradually become
the norm — with new tools and greater transparency enabling collaboration in cross functional
teams.

6. Collaboration: Successful Business Transformation is a
Team Sport

Cross functional collaboration is the glue that holds together the focus on customer experience,
the process based view and the effective use of enabling technology in facilitating business trans-
formation. If thereis not a clear focus on making it easier for employees to serve customers, then
it's not business transformation. Work is no longer just a place where people go on a daily basis -
it can take place anytime, anywhere. Certainly there is no lack of available social media collabo-
ration technologies including Facebook, LinkedIn, and other social platforms such as Instagram,
Chatter, Yammer and Jive, and even tools such as AnswerHub and Spigit. But there’s much more
to collaboration than just these tools. While email remains a principal form of communication, the
ability to improve transparency and visibility via document management, the use of portals and
other forms of user interface (Ul) is becoming recognized as essential. It’s important to deeply embed
the means of collaboration into end to end business processes. Rather than just automating the
old ways of doing things, the thoughtful deployment of collaboration tools will make it possible to
do things in new and exciting ways. Simply making collaboration tools available is not enough.
Engaging in change managementactivities that promote desired collaborative behaviors is equally
significant. Executives can expect more from encouraging collaboration when they consciously
introduce incentives to collaborate.
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7. Mindset Matters

Ashiftin management mindsetis arguably the single mostimportant component of successful busi-
ness transformation. While many managers understand the compelling logic that both custom-
ers and shareholders value is created by means of end to end business processes, a surprising num-
ber of companies continue to cling to a traditional, functional view of the business. When leaders
begin to spend as much mental and emotional energy on delivering value to customers as they do
on examining actual to budget comparisons - then fundamental and even transformational
change may begin. Shifting management mindset is a matter of both attitude and aptitude as depicted
in the table below.

Successful business transformation is based on an outside-in view. It has the potential to challenge
the current business model and creates value through an end to end process perspective and
enabling technology. It drives major change at the enterprise level in order to create more value
for customers and shareholders alike. Successfully executing business transformation is best
accomplished through collaboration and an integrated approach to process and technology such
that it becomes easier for employees to delight customers.

S IRES ATTITUTE

Customer Journey Mapping Outside-in thinking

Performance measurement Balance (cost, quality, time, and productivity)
Process modeling, analysis and design An outside-in and end-to-end process based view
Project prioritization Discipline

Document management, portals Emphasis on transparency and collaboration
Change management Respect for people
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